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An Abstract of
TIIE COLLABORATIVE EFFECT OF NETWORKING-
THEORY, PRACTICE AND DYNAMICS
by
John Ferrie
Over the last decade, helping-service agencies (mental
health, vocational, peer— sex, drug counseling agencies) have
proliferated within our institutions of higher learning.
Financial resources, new ideas and dedication appeared plenti-
ful. There was, however, little thought for long-range,
coordinated planning. Many of these agencies spontaneously
came into existence as stop-gap measures to immediate needs.
This inevitably spawned insulated, fragmented services.
Competition ensued and the delivery of services became less
effective. Faced with downward trends in financial support,
the problem became more acute leaving many agencies moribund
and many more lacking vitality with a reasonable fear of
the prospects that lay ahead. Now more than ever, is the
need felt to restore a sense of meaningful direction to
these helping-services; to put a close to their fragmenta-
tion and marginal efforts; to foster, in a word, collabora-
tion.
This study finds its setting in one of these university
communities beset with similar crises. Conscious of the need
to collaborate, a group of professional staff from disparate
agencies developed an informal network among themselves. The
members of this network occupy roles at almost every level
of the formal system. Together they have secured a grant,
established a loose informal structure and chosen a shared
decision-making process as their modus operandi
.
The purpose of this study is to describe and analyze
the efforts of this informal group as it struggled within
its own membership and against a resistant bureaucracy to
bring about changes in the formal university environment.
The study has three major sections. The first reviews some
of the current literature on organizational change and
addresses the collaborative process of change undertaken by
the network group. The second section presents a chronology
of the activities carried out by the group. The final
section analyzes the dynamics involved within this fluc-
tuating support group.
In the context of this study, collaboration is seen as
a voluntary giving of time and commitment beyond one's for-
mal work responsibilities. Collaboration is a developmental
process. It begins with the communication of information on
areas of interest and concern to the group. With consistent
interaction come personal support systems whi.ch help buffer
people against the psychological consequences of disorgani-
zation and alienation in their work environment. Utilizing
that emanates from these support bases, thethe energy
collaborative process enters an action phase. Three action
steps have been attempted: political advocacy, long-range
problem-solving, and in-depth, laboratory training programs.
The collaborative process cannot maintain a consistent
level of activity nor commitment. It fluctuates greatly
depending on the clarity and numbers of objectives under-
taken. Success or failure is closely attached to the type
of leadership, the financial resources available, the size
of the group, the active roles for each member and the
amount of power within the group composition.
This study offers an additional framework within
the theory of organizational change. It extends a new
perspective through which change agents, experiencing
similar problems, might benefit.
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CHAPTER I
INTRODUCTION AND OVERVIEW
Introductory Concepts
Organizational renewal can no longer be considered
a luxury. As Gordon Lippitt, an experienced behavioral
scientist, remarked:
I feel that at no other time in my
lifetime has there been more need for
organizational renewal. The need for
organizations to re-examine their ob-
jectives, review their structures,
improve their relationships, and to
rediscover their responsibility to
their members, clients, or employees
is very evident. . . . Renewal will
not take place by chance. It must be
a purposive effort that embodies more
than good intentions.!
The fast pace of change today places great pres-
sures on many organizations to update their processes and
continue to be relevant to the needs of those they serve.
Renewing organizational objectives and activities cannot
be left to mere chance. Planned intervention is a surer
method for controlling change. Planning requires time,
energy, money, and skill. For those willing to undertake
it, renewal is a difficult and complex task.
These introductory pages present a brief synopsis
of the basic theoretical concepts utilized in this study.
1
2They describe the collaborative efforts of an informal
association of internal change agents within a university
context. The various components of the renewal process
2delineated by Lippitt will be succinctly reviewed. The
author will describe his definition of collaboration and
the developmental phases involved in this concept. The
statement of the problem introduces a change paradigm
which incorporates the developmental phases of collabora-
tion. This paradigm will address the underlying framework
-used throughout this study.
Lippitt *s Basic Components of Renewal
Lippitt' s conceptual model provides a broad over-
view of renewal. He sees renewal as a cyclical process
(See Figure I)
.
Figure I
Circular Process of Organization Renewal
3The GROWTH STAGES of an organization are the out-
come of the way SITUATIONS (i.e., crises, everyday decisions,
etc.) are confronted by the organizational leadership.
Growth does not refer to capital gain or increased profits.
It has two references. The increased capacity to achieve
organizational objectives and the improvement of the internal
human relationships of the organizational membership.
Organizations are social systems. Social systems
refer to the dynamics of person-to-person relations. Be-
sides the typical superior-subordinate relationships, there
are other organizational groupings; formal and informal,
temporary and permanent. There are subsystems, depart-
ments, units and ad. hoc groups, all of which play a role
in linking the appropriate HUMAN RESOURCES together to
achieve results. This tangled web of relationships inevi-
tably spawns intergroup conflict. To accomplish effective
collaboration within this social system and to promote
continual growth, the PROCESS OF INTERFACING is indispensible.
Every organization can either maintain the status
quo r bring about its own demise or grow toward maturity.
In choosing the latter organizational members must realis-
tically confront each other , utilize the energy that comes
from dissatisfaction and conflict, and work collaboratively
toward resolving obstacles that inhibit or prevent growth.
The process of interfacing is not a vague or hap-
It is planned. It employs the techniqueshazard process.
4of the Applied Behavioral Sciences. Because human behavior
is at times unpredictable, many situations will produce un-
planned RESPONSES or instinctive emotional reactions. Un-
predictable, too, is the impact of change from the organi-
zation’s EXTERNAL ENVIRONMENT. This complicates further
the organization's goals, situations and tasks. We can
see, therefore, the need for change agents or RENEWAL
STIMULATORS to "co-energize" the positive bases of support,
organize the interfacing process and provide a forum for
collaboration. If the formal management system has failed
or has not tried to initiate collaboration, then an in-
formal system may step forward to assume this responsibility.
Author's Definition of Collaboration
Change may be considered from a dual viewpoint:
that of the organization or that of the individual. In
order to clarify these perspectives, the author makes an
arbitrary distinction between the terms, 'cooperation 1 and
'collaboration' which are used interchangeably in much of
the literature. The referend of cooperation will be limited
to the accomplishment of organizational objectives. Col-
laboration, while not excluding organizational objectives,
will emphasize the fulfillment of individual goals.
The concept of cooperation is imperative in defin-
ing "organization". Barnard's definition of an organiza-
tion as a "cooperative system
"
4 highlights this basic focus.
5Schein refers to an organization as the coordination of
effort "where several people find that together they can
do more than one of them alone.
. . .
"
5
Obviously, people
do not cooperate with others in a vacuum; their activities
are structured around organizational objectives. But
cooperation is mandated. It implies authority and a
division of labor.
Collaboration
,
as the term will be conceived here,
connotes something above and beyond the obligatory coopera-
tion of individuals necessary to any organization. It takes
cognizance of the fact that the organization is made up of
people; people with different backgrounds, educational
experiences, interests, and personal goals. To fulfill
these, individuals need open communication. They need to
be supported and feel esteemed. If these personal needs
or goals go unnoticed, then individuals may have to build
support and power bases to pursue personally rewarding
activities. Again we are speaking of change but that change
which cannot be mandated otherwise it becomes just another
part of the work load. Collaboration calls for more of a
voluntary self-giving of energy, time and skills.
In the final analysis, renewal is concerned both
with cooperation and collaboration . The distinction made
here is fundamental to this dissertation. It is based on
the rationale that increased cooperation can be effectively
6accomplished only through collaboration as defined by the
author. While collaboration is a slow, painful process,
it is the most enduring form of renewal. Figure II demon-
strates the dual thrust of renewal. Renewal-through-col-
laboration alone is a slow evolutionary process and may not
reach any worthwhile peak unless there exists a definite
possibility of changing the organizational structure. On
the other hand, renewal-through-cooperation alone may be
too overwhelming and too rapid a process for effective change.
Figure II
Dual Thrust of Renewal
,
Renewal-through-cooperation
Collaboration is not seen by everyone as a positive
goal. The requisites are demanding. There exists, more-
over, the fear of change and the risk of insecurity. If
one could fantasize the perfect ideal of renewal, it would
7occur when collaboration and cooperation become one and the
same thing; when individual and organizational objectives
are mutually inclusive in the organizational blueprint;
when the human side of enterprise is as equally important
as its material side. Realism demands that, in the pro-
cess of renewal, one must be willing to 'trade' and com-
promise
.
Developmental Nature of Collaboration
Collaboration is a developmental process; it has
no absolute terminal point. The snowball on a downward
slope provides a useful analogy. In motion it builds up
new layers, strengthening its structure and increasing
its speed. It may stop because of an obstacle or because
it has grown sufficiently large. It may disintegrate be-
cause its speed is too fast or the obstacles too solid.
Collaboration involves risk; once unleashed, no one really
knows where the process may actually lead. Not even the
ideal goal of this process can be uniformly agreed upon.
If there is a problem in the direction of collaboration,
there is, however, no problem in its genesis. It begins
at that point where individuals freely and willingly inter-
act with each other toward some form of positive change.
It is well to remember that the word 'collaboration'
is an abstract term synonymous with any broad concept of
integration. Referring to the latter, Homans cautions.
8"it has the useful property of meaning almost anything you
want it to mean and still sound good."
6
It is difficult,
however, to escape general concepts. As this thesis pro-
gresses, specific connotations will be given to the term
and a definitive referend will unfold. It is sufficient
at this point to introduce a synopsis of the author's defi-
nition of the three procedural stages that he considers
fundamental to the developmental nature of collaboration.
1. Open Communication : The free flow cf ideas
and opinions within a network of information
characterized by diversity and dialogue.
2. Personal Support Systems: The establishment
of a support network wherein people, on a
one-to-one or group-to-group level, help
buffer each other from the psychological con-
sequences of the social disorganization and
alienation that exist in the work setting.
This network helps workers to cope with and
adapt to the demands and pressures of their
environment. It also provides a political
platform from which, together, they can ad-
vocate for important issues. Fundamentally,
support systems help individuals satisfy
some of their affiliation and the esteem
needs
.
^ Collective Action: The implementation _of con-
sciously, planned strategies evolving ~rom
personal support bases. This can taxe P ace
through small task forces engaged in problem
solving activities around specific issues.
In its most developed state, collective
action can involve a system-wide pursuit
of alternatives to organizational
problem,
that block individual or group needs.
While these stages are seen as
developmental,
they are, nevertheless, highly
interrelated. Each is
dependent on the successful outcome
of the previous stage
It becomes more of a cyclical process of one level influenc-
^-^•9 the other. Figure III below attempts to illustrate
the fact that one stage is progressively more difficult
to attain than the next. Stage 1 is, for the most part,
a non-threatening arena for collaboration. Stage 2, on
the other hand, requires consistent interaction and a great
deal of trust. The final stage demands a lot of time and
much patience, and harbors the possibility of personal risk.
Persuading people to give voluntary service in a consistent
and time consuming manner meets with increasing failure
as the collaborative activities become more demanding.
Figure III
Progressive Difficulty of Collaborative Stages
*
High
Level of Dif-
ficulty and
Commitment
Low
I
No. of People Involved
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Statement of the Problem
Change is seen as a movement from the 'real' state
of affairs toward, an ’ideal' state. The gap between the
real and the ideal reflects the problem under study. In
this particular case it is a movement away from a frag-
mented, autocratic university environment toward a colla-
borative, participative system of organization. The nature
of this gap is never quite the same for everyone. Percep-
tions of what the problem really is varies from person to
person. Perceptions of the ideal solution is often hazy
and fantasy-filled. And yet, a lot of change programs
begin this way. Success, if any, comes through a continual
interaction of the change group, the ability to build a
network of information and support, and the willingness
to interface the diversity cf goals and the disparity of
opinions.
Figure IV
Internal Change Paradigm
DIAGNOSIS SPECIFIC TASK OBJECTIVES VAGUE GOALS
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As one looks at strategies to move an organization
from the real to the ideal, one must focus on at least two
dimensions: one external, the other internal. One greatly
luences the other. The external dimension deals with
resistance to change. This is evidenced by an informal
association of student service personnel who, while attempt-
ing to bring about changes in their working environment,
come up against the complex nature of university bureaucracy.
The second dimension addresses the internal maintenance of
this informal group. Just as it directs its attention out-
wardly on the formal system, this group must constantly be
faced inward. Voluntary collaboration demands a continual
sensitivity to group process, a tolerance for diversity,
and a flexibility of structure.
The statement of the problem can be addressed through
several questions. How are relatively powerless people suf-
ficiently motivated to enter a collaborative change process?
Once the willingness is there, how then do you channel the
energies of a sizable number of individuals, secure financial
resources, establish an acceptable coordinating structure,
and develop visibility? How do you handle diversity? How
many significant changes in the formal system can an informal,
collaborative group realistically achieve? The change para-
digm (See Figure IV) integrates the various components iden-
tified in a particular approach to internal change. These
12
elements provide a key to resolving the problems posed by
the questions above.
Internal Change Within the University
A need for renewal or change usually arises from a
dissatisfaction with a status quo and a conscious desire to
move beyond it. The complexity of the university structure
makes change a most difficult undertaking. Drawing on his
personal experiences at New York University, Baldridge
states that "a complex interwoven set of pressures imping-
ing on the university's decision makers provided an impetus
for change and a drag for the status quo . Internally many
people favored radical changes but just as many were
7threatened by such moves."
Setting of the Study
The focus of this study is the University of Massa-
chusetts. In keeping with the national scene of events in
higher education, this university has been under quiet and
occasionally not so quiet turmoil since the beginning of
this decade. In fact, there is a growing crisis in the
ability of many educational institutions to govern their
affairs. The university is a special breed of organization
to itself. Its social structure is divided and fragmented
by interlaced levels of authority, status, and special
interest. The university maintains a complex bureaucratic
structure. Of its very nature, it gives rise to political
13
contest. The coexistence of both political and bureaucratic
decision structures weakens formal leadership and causes
the ambiguous power structure to shift in the waves of
change and resistance.
In the last '60s, UMass experienced a rapid growth.
In Student Affairs a number of human service programs sprang
up spontaneously to attend the growing numbers and needs of
students. Now, in the face of a decreasing budget, these
programs must struggle for survival. Now more than ever
is there a need for renewal, a need to end the insulation
and duplication of services, a need for collaboration.
The Resource Network
Based on this diagnosis, a group of professional and
para-professional staff within Student Affairs developed an
informal association among themselves. Bearing the name
"Resource Network", they gradually evolved into a group of
internal change agents. Their mission is to facilitate
organizational renewal within Student Affairs through poli-
tical and problem solving strategies. The Network attempts
to accomplish this by modeling within its own collaborative
assembly an open, participative system. While the Network
immediately helps those within its membership, it is hoped
that this collaborative effect will be transferred to the
formal work environment.
Membership consists of staff from residential areas,
counseling and student service agencies, and occasionally
14
representatives from business management, central administra-
tion, and some academic departments. The total membership
meets two or three times each month to share information
and discuss areas of common interest and importance. Inten-
sity of involvement varies with each individual and with
each issue. Specific tasks are accomplished in small ad
hoc committees. Maintenance and procedural direction are
carried out by a steering group of approximately ten members
who refer major decisions to the larger membership. Shared
decision making within a forum of open and unrestricted
dialogue is the Network's major strength and attraction.
Networking
The name "Resource Network" is indeed a fitting title
for this informal association. A network is a social matrix
of interrelated people spread throughout the formal system.
Collaboratively they bring to bear a tremendous pool of
energies and resources upon problems that, when confronted
alone, appear ominous. With increased knowledge and in-
sight into their predicaments an assembled network can
rapidly shake up a rigidified system. Speck and Attneave
put it well:
When skillfully harnessed and channelled,
this [network] revives or creates a healthy
social matrix which deals with the distress
and the predicaments of its members far
more efficiently, quickly and endurinqly
than any outside professional can do.-
15
Interfacing
While the Resource Network is a relatively stable
reference group for a core of committed members, it is
characterized by an organically evolving pattern of member-
ship, leadership, interpersonal relationships, and structure.
Each of these cause internal difficulties. The Network must
continually face diversity. Collaboration does not mean "all
of like mind". It calls for interfacing. Interfacing sug-
gests open and honest dialogue with a healthy confrontation
of opposing viewpoints. It means a search for common ground
and a willingness to lose or compromise.
In summation, this study will concentrate on the
problems confronting a group of internal change agents as
they attempt to bring about change in the formal university
system and at the same time attend to the maintenance and
growth of their own informal structure.
Purpose of the Study
The purpose of this study is to analyze the role of
the Resource Network as an internal change agent group within
UMass Student Affairs. The analysis will be threefold:
1. A theory of collaboration as developed
by this author. The theory is extracted
from the operations of the Resource Net-
work and explained in terms of behavioral
science concepts.
A case study of the Resource Network
utilizing tne theoretical framework
developed in part 1.
2.
16
3. The dynamics of this internal change
group around issues of goals, struc-
ture
,
leadership, decision-making,
and size.
Research Methodology
Participant Observation
Participant observation is a research method for
collecting data on social systems. It is not a sinule
Jftathod, but rather a characteristic blend of techniques
which a researcher uses as he tries to make sense of a
particular social phenomenon. Participant observation has
the distinct advantage of placing the researcher in the
actual situation. This allows him a crucial 'feeling' for
his environment. Such intuitive feelings, however, must
be supplemented by systematic observational techniques
whereby the researcher can continually test his hunches,
guesses, and evolving hypotheses.
The Author as Participant Observer
The author was hired by the Resource Network to
act as a process observer at all Network meetings. Initially,
he was asked to simply document the process for both the Net-
work membership and the funding office in Washington. As the
Network concept evolved, sc too did the role of the process
observer. At the request of the Network group, the re-
searcher moved from a silent process observation role to
an active consultant role. This author, therefore, held a
17
central information role in the Network process for almost
two years. He regularly attended and documented total
group and small task force meetings as well as formal
sessions with key administrators and Washington represen-
tatives. He also tapped a rich source of data from a
variety of informal interviews and discussions, constantly
testing his observations and theoretical analysis of what
the Network was trying to achieve. In addition to this
body of information, the researcher held formal interviews
and had at his disposal detailed minutes of all meetings,
relevant memos, and Network research studies.
The author encountered several problems as he at-
tempted to develop a theoretical framework. Participant
observation of the Resource Network yielded an immense
amount of descriptive yet unsystematic detail. The undigested
material had to be continually classified. Specific hype
theses or a predetermined research design were initially
impossible due to the evolutionary nature of the Network
and the gradual unravelling of its role. The researcher
had to continually remodify and reformulate previous
ideas
about collaboration in the light of additional
data and new
insights. Apart from these difficulties, the
researcher
decided, rather belatedly, to undertake a
serious study of
the Resource Network, thus reducing his
chances (if at all)
of testing statistically one or more of
the hypotheses that
18
this study has developed. In spite of these difficulties,
the author has developed a theoretical framework which
explains the overt and latent characteristics of an internal
change program within a university setting.
Questionnaires
Several questionnaires were given to the Network
membership. Only two proved of any direct significance to
this study. The first was a revised version of Likert's
"Profile of Organizational Characteristics". The second
was a three part "Workshop Evaluation Questionnaire" ad-
ministered during the January 1974 workshop sponsored
by the Network. Both were used to support the participant
observation data.
Likert profile . This instrument has eighteen
organizational variables, each spread out over a twenty
point scale. The scales are divided into four sections.
Each section represents a particular system of organization.
They range from an "exploitive, autocratic system" to an
"open participative" system. Using this questionnaire the
respondents were asked to rate the current state of Student
Affairs and what they would ideally like it to be. A
quantative profile of the results showing the real and
ideal organizational systems will be presented in Chapter
Three.
19
Workshop questionnaires
. The first part of this
questionnaire deals with a pre-post test perception shar-
ing among twenty-four of the Student Affairs programs. Each
program was rated on a set of seven semantic differential
scales. The second part consisted of pro—post test results
of workshop participants as to their perceptions of profes-
sional groups on campus
,
student needs
,
personal support
systems, collaboration, and institutional change. The
final part of the questionnaire contains the responses
of open-ended questions concerning the collaborative
effect of the workshop. The results of this three part
questionnaire are summarized in Chapter Three. For full
details see Appendices A-C.
Delimitations
1 . Analysis of Participant Observation Data
Two criticisms are often made in relation to the
analysis of participant observation data. One challenges
the lack of standardization while the other attacks the
personal biases and theoretical preconceptions of the
observer.
Much of the detailed, non-metric descriptions of
people and events drawn from the direct observation of the
Resource Network were, for the most part, impossible to
quantify. The theoretical framework, in fact, was an at-
tempt to take in as much of the Network's complexity as
20
possible. No comprehensive measure was available. The
majority of questionnaires with scorable results were laid
aside because they were found inappropriate. Instead the
researcher had to rely on illustration and impressionistic
interpretations of his data. The validity of this data
and the generality of results might therefore be questioned.
The real crux of the problem appears to revolve
around the nature of the data; "hardness" versus "depth
and reality of data", or respectively, "quantitative"
versus qualitative' data. Lofland explains the purpose
of each approach. 10 The quantitative analyst pursues the
causes and consequences of what is going on among a set
of participants. The qualitative analyst looks at the
structure, order, and pattern of events. Proponents of
both analyses will long continue to debate the validity
of participant observation data. Ultimately, it is a
question of trust in the researcher. The reader has no
way of knowing whether a solid basis of fact underlies the
study's conclusions. "The reader must rely on his faith
in the researcher's honesty and abilities." 11
2 . Case Study
The data in this study have come from a single case.
Generality of results are limited. The researcher acknow-
ledges the unique variables that surround a particular
setting. The author feels, nevertheless, that from his
21
experiences and reading of other internal change efforts
there is a great similarity between these groups and the
Network. It is hoped, therefore, that this account of
the Resource Network will, in part, prove helpful to those
interested in similar change programs
.
Barton and Lazarfeld speak up in defense for both
the method of data collection and the single reference of
this study. "Research which has neither statistical weight
nor experimental design, research based only on qualitative
descriptions of a small number of cases, can nonetheless,
play an important role in suggesting possible relationships,
12
causes, effects, and even dynamic processes."
3 . Organizational Theories Applied to the University
The study of universities as organizations has
relied on bureaucratic and collegial models. These are
inadequate, however, when applied to the university. They
do not fully account for the political traditions of the
university environment. Since its mission is to deliver
non-academic services to students, Student Affairs does not
fit the collegial model but fulfills more than does its
academic counterpart the criteria for bureaucratic systems.
Since this study draws on theoretical concepts most appli-
cable to product-oriented organizations, the complexity of
the university and the Network itself limits the full utility
of these concepts.
22
Significance of the Study
This study is significant in that it offer a new
theoretical framework within the theory of renewal. Al-
though we must be careful of generalizations, this study can
offer an enlightened perspective through which change agents,
experiencing similar crises, can profitably benefit. It
is heartening to know that amidst the crisis of confidence
in higher education throughout the nation, there are sin-
cere attempts to look at the problems rationally, colla-
boratively
,
and with hope for better things to come.
23
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C H A p T E R II.
A THEORY OF COLLABORATION
Introduction
This chapter presents a theory of collaboration
extracted from the operation of the Resource Network. It
is divided into three sections.
1 * The problems of organizational change : a common
HP3 ! - provides a perspective for the exposition of the
Collaborative Process. The concept of change is seen as a
movement from the real to an ideal state of affairs. The
ideal, acknowledged in terms of integrating the goals and
values of individual members with the objectives of the
organization, has no common agreement. A brief review of
three approaches to integration justifies the use of the
Collaborative Process within the constraints of a bureau-
cratic system.
2 . The Collaborative approach to organizational
change - is built on voluntarism. It has a developmental
sequence flowing from information sharing to collective
action. The forum established by the collaborative group
acts in a mediating role between the formal and informal
environments of the sub-system. In doing so, the forum
assumes both an expressive dimension, where the psycho-
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logical needs of its members are addressed, and an instru-
mental dimension where concrete action is collectively taken
to induce change in the organization. The collaborative
forum evolves through six different modes of expression,
each incremental to obtaining the most forceful thrust for
change in the laboratory context.
3 * utilization of conflict : the critical factor
in the Collaborative Process - recognizes that those in-
volved in the Collaborative Process must be prepared to
utilize the energy that conflict engenders and channel it
in a positive direction toward renewing the sub-system.
Conflict is utilized by surrounding the protagonists with an
atmosphere conducive to interfacing
. Dialogue, confronta-
tion, search and coping are the major elements of this inter-
facing process and are described in terms of what rewards
and feared consequences face those who enter the process.
Part One ; The problems of organ-
izational change: a common goal
The Ideal Goal of Change
Man's desire for change has always been motivated
and sustained by his innate quest to discover and actualize
ideals. This is not merely a theory of philosophy or
intellectual history but a fact attested to by human experi-
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ence. Ideals underlie every justification for hope and
optimism in man's struggle for individual and collective
^ul^ lllment • Ideals are like directional beams of light-
houses in the tempestuous sea of change. No matter how dim
they may be, their function is indispensible
. Some ideal
dominates every human desire, every human decision, every
human action.
The need for an ideal, however conscious or un-
conscious, however clearly or vaguely perceived, is no less
imperative for organizational change and renewal. On the
contrary, without an ideal, formulated in terms of goals
or final objectives, the nature of change can only be aim-
less, and very likely, unproductive. In fact, it is only
in formulating some goal, end or ideal that one can begin
a planned movement from the 'real' (actual state of affairs)
to an ‘ideal 1 (proposed state of affairs). Proposing, for
example, an 'ideal' working climate allows an organization,
like the individual, to establish objectives, to develop
strategies: in a word, to plan. As one theorist remarks:
"all planned change efforts imply a commitment to certain
ends ." 1 It is this end or goal that becomes the focal point
for coordinating and channelling an organization’s change
efforts as well as providing a perspective from which to
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diagnose the change movement and consequently select inter-
vention strategies.
In the context of this study, planned change or
renewal, that is, making the organization more relevant to
the needs it serves, refers specifically to change within
a sub-system characterized, in general, by bureaucratic
patterns of administration. Renewal, as is believed, can
only be induced through a series of changes at all levels
of the sub-system. Given the real state of affairs is
generally one where the goals and objectives of the sub-
system are formulated at the top of the hierarchical
structure, what, then, might be suggested as an ideal state
of organizational functioning in which renewal has a greater
chan e for success?
Participation as an Ideal
Research suggests that "participation" is the ideal
and most beneficial result of planned change efforts. A
group of researchers, on interviewing thirty managers, re-
ported that "many of the managers are 'for' human relations
and that 'participation' and 'democracy' are definitely part
of what they say is good management . The same researchers,
however, found that participation held different meanings
among the managers. "true partici-According to Argyris,
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pation means that people can be observed to be spontaneous
and free in their discussion. Participation, in the real
sense of the word, also involves a group decision which leads
the group to accept or reject some course of action ."4 Apart
from its many shades of meaning, participation in the real
sense of the word, may not always be viewed as a practical
ideal.
When the objectives of an organization command the
assent of the greatest possible number of its individual
members, such an organization functions more effectively
and copes, more successfully, with change. This level of
organizational efficiency, however, is extremely difficult
to realize in practice. The objectives of an organization,
besides being changeable and inconsistent at any given time
,
5
are rarely accepted or agreed upon by all individual members.
As a result, attempts to bring about renewal will reflect
the ambiguity of organizational objectives and the disagree-
ment of individual members. A comment by Lippitt strikes
precisely at the very heart of the matter: "...there is no
universal agreement as to how an organization should function,
how it should be organized, and how it should be supervised
and regulated, even whac, really, it should be and do.
"
D
Consequently, there will be no universal agreement as to
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what changes ought to be made and even how the changes ought
to be accomplished.
Underlying Values of Change
The root cause of the disparity of viewpoint con-
cerning the ideal function of an organization and the con-
comitant confusion with regard to the goals and processes
of change is, fundamentally, a result of individual
philosophies, values and needs. Each individual has his
personal view of reality. He is conditioned to see the
problems of an organization within this personal framework.
His judgments, and the value-system that supports them, will
determine, consciously or unconsciously, his priorities with
respect to the strategies of change. On this conviction,
then, that each individual's root value assumptions im-
plicitly reveal his concept of the ideal organization and
the kinds of changes that should be introduced to help
achieve the ideal, theorists have reduced value-systems into
three broad characteristic types. Each type gives rise to a
distinct manner of interpreting the function of an organiza-
tion which, in turn, controls an individual's perspective
regarding the processes of change and the final goal they
seek to accomplish. Crowfoot and Chesler term the three
perspectives, the Professional-technical , the Political and
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the Counter-cultural
.
7
The Professional-technical perspective is concerned
primarily with stability within the organization. The or-
ganization is seen as a conglomerate of interrelated work
groups. Members are but role occupants. The principal
organizational difficulties are considered to be inadequate
information and the lack of opportunities for creative
problem-solving behavior. Since the representatives of this
perspective would regard conflict as dysfunctional, the
final goal of change would seem to be limited to establish-
ing more open and informal communication patterns with mutual
and effective problem-solving groups.
The Political perspective sees the individual organi-
zational member as part of either an elite or oppressed
group in a situation of power control. The problems of the
organization, therefore, center around the "political" con-
flict which arises from a scarcity of resources. Planned
change obviously originates in this context of conflict.
The ideal goal of change for the representatives of this
perspective would be to establish a structure for the
allocation of power where needed. In this way, the lower
positions can then bargain for their needs. The elite, in
turn, will be more affective in managerial strategies and.
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consequently, find their role more satisfying.
The Counter-cultural perspective focuses on the
individual as an emotional rather than an intellectual
person. The organization is a depersonalizing institution
forcing the individual to conform to roles which restrict
creative potential and self-actualization. Because insti-
tutions are dehumanizing, racist, sexist and so on, they no
longer meet individual needs. The ideal goal of change,
according to those who subscribe to this viewpoint, would
concentrate on personal change, requiring the organization
to incorporate humanistic values, consensual decision-making
and inter-personal cooperation. Since these three per-
spectives together constitute the representative, character-
istic attitudes within the contemporary organizational
environment, any attempt at planned organizational change
must address the two focal issues which are constantly being
manipulated in each perspective: The values and goals of
the individual and the objectives of the organization.
Individual Goal & Organizational Objectives
Individual goals are "any state of affairs (dynamic
or static) which contributes to the fulfillment of an in-
dividual's needs, motives or desires," and organizational
objectives are "any state of affairs (dynamic or static)
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which contributes to the creation of an organization's
primary output or to the fulfillment of its purposes or
functions ."8 The processes of change are concerned funda-
mentally with some formula for integrating the values and
goals of organizational members with the consuming objectives
of the organization itself.
Organizations cannot possibly satisfy all the needs
and fulfill all the goals of all organizational members at
all times. They are not expected to exhaust the total
energies and commitment of their personnel, however, because,
as Schull observes, "the individual is only partially con-
tained in any organization, partly because he lives in a
pluralistic society where no institution provides for the
full array of needs or is the sole focus of his attention ." 9
The individual member knows that for the organization to
achieve adequately its objectives, it need only solicit a
small segment of his possible repertoire of behaviors.
Organizations, therefore, are, of necessity, limited goal
mechanisms - limited to the accomplishment of specific
objectives as well as in the functional role they perform
in the life of individual members.
Informal Organizations
While organizations are not accountable for the total
needs of organizational members, they cannot discount these
needs entirely. Organizations are social structures.
People constitute organizations. Each individual brings to
the work environment his whole personality which must find
room for expression. 10 Within the organizational complex,
he develops his personal feelings and sentiments through
interaction with fellow associates. 11 if the patterns of
human interaction are not adequately addressed by the for-
mal bureaucratic system, then one can be absolutely assured
that the individual will attempt to satisfy his personal
needs in an informal forum.
Philip Selznick assumes three characteristics of
informal groups: (1) they arise spontaneously; (2) they
foster personal support relationships; (3) they establish
power bases oriented toward control over the work environ-
ment. The following illustration (Figure V) serves to
point out that when the formal organization overstresses
Figure V. Emphases of Formal & Informal Organizations
Formal
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organizational objectives, there is a concurrent reactionary
tendency on the part of the informal organization to in-
crease and strengthen to meet precisely those individual
goals.
The dilemma which confronts administration, staff
and change agents alike and which exacts their unremitting
attention is, therefore, this need to interface the indi-
vidual and the organization. Likert explains the admini-
strator 1 s point of view: "...if the objectives of the
organization are in basic conflict with the needs and desires
of the individual members, it is virtually impossible for the
superior to be supportive to subordinates and at the same
time serve the objectives of the organization." ^ On the
other hand, the predicament of the individual members is
clearly evident for Litterer, "when individuals whose talents
and resources are needed do not find the goals and activities
of the organization sufficiently attractive to make them
. . . 14
committed to the organization. " This persistent conflict
of interests forms the essential backdrop and, in one sense,
validates the whole history of specialized studies in the
field of Organizational Theory.
Integration of Individual and Organization
The preceding introductory presentation has exposed
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merely the parameters of the problem confronting change
agents. Given the complexity of organizations and the wide
disparity of opinion as to the avenues of change, the salient
question constantly challenging theorists is: how does one,
in a particular context, formulate a process of renewal that
will satisfy as far as humanly possible the goals and values
of individual members while, at the same time, continuing
to promote the success of the organization? Three approaches
are currently tendered to respond to this enigma. Barret
summarizes them
.
15
The first, called the Exchange Model
. is traditional
t*ut still widely used in bureaucratic systems. It emphasizes
organizational objectives induced by individual incentives
for time and energy spent on the job. Strong legitimate
authority is imperative
.
16 This approach tends to promote
informal organizations with anti-management defensiveness.
In an educational bureaucracy moreover, to take but just
one example, the sophisticated work force would not respond
merely to economic motivations.
The second approach to integration is the Socializa-
tion Model . The individual learns to value the goals and
norms of the organization. This is achieved through educa-
tional processes making substantial use of group discussion
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techniques in order to generate group commitment to
organizational objectives
.
17 The basic focus is very
sound but its excessive emphasis on individual goals
tends to thwart organizational objectives.
The third approach is termed the Accommodation
Model. It expands the socialization process by incor-
porating a dual movement. On the one hand, it takes as
given the motives and needs of the individual. On the
other, it does not overlook the organizational task. The
organization is structured and operated in such a way as
to fulfill individual goals and simultaneously pursue the
organizational objectives which are designed to be in-
trinsically rewarding
.
18 While this approach appears very
complete and theoretically inclusive, in practice it is
visionary and inconsistent. It is not, consequently,
applicable to all situations. Furthermore, it becomes
increasingly more difficult to initiate in many bureau-
cratic settings where norms and structures have already
been established. The following illustration (Figure VI)
captures the essential emphases of each approach towards
integrating individual goals and organizational ob-
jectives
.
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Figure VI.
individual
JThree Approache s Toward Integrating
—
°als and Organizational ObjectlveT^
Exchange Model
^®r the specific context of this study, an educa-
tional system with its bureaucratic and political patterns
of management, the question, therefore, still stands: what
is the most appropriate method for integrating the indivi-
dual with the organization, for interfacing the formal
with the informal? What approach, moreover, can bring about
significant and lasting results? As we have seen, the
exchange model, by maintaining the status quo
,
strengthens
and supports the system. The socialization model appears
to overstress individual needs to the detriment of organi-
zational objectives. It does not address political inter-
vention. The accommodation model tends to be too advanced
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and visionary for bureaucratic personalities and practices.
Given the complexity of the university system and
the virtual disinterest of top administration in all but
'stop-gap' responses to change, a pragmatic approach to
the integration of goals and objectives is called for.
Change, initiated by lower level members, must begin through
the same basic function of the socialization model which
builds on the satisfaction of individual goals. This alone,
however, is inadequate. Alone it is a lukewarm form of
change. When an adequate network of people has been formed,
when the barriers of resistance among them have been
sufficiently lowered, when a climate of trust and openness
has begun to emerge, then, together, they can actively plan
to patiently and gradually seek those changes they feel
necessary through both problem solving and political
techniques
.
The goal of this process is fundamentally similar
to the models previously outlined - a participative organiza-
tional system. Seen in its full range of possibilities,
however, this process, while less complete than the accom-
modation model, allows for greater purpose and political
action than the socialization model. We shall call this
approach, the collaborative process.
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Part Two; The collaboratiw gr>-
proach to organizational nhangg
-^rcterna 1 Change Accents
The literature on planned change relies primarily
on classifications of strategies and tactics. Change
strategies are often carried out by external consultants
in conjunction with the client system. These consultants
frequently begin their interventions at the top of the
hierarchical structure. Management is usually responsible
for hiring the external consultants who, as a result, tend
to feel more accountable to the administration for whatever
interventions are suggested and implemented.
The collaborative approach, on the other hand, is
P^"imar i ly concerned with internal change agents who are
dissatisfied with the status quo and desire to make the work
environment more relevant to those they serve. They come
together in an organized fashion to stimulate and foster
change. These change agents rely on the support of other
organizational members who share similar ideals. Together
they build a social network of interrelated people which
"suitably organized along lines comfortable to its own
culture, has within it the resources to develop creative
solutions to the human predicaments of its members. "19 jn
this way they utilize the existing internal resources to
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propel the organization towards renewal.
Deve lopmental Process
Collaborative change is essentially a developmental
,
evolutionary process. It demands the voluntary commitment
of energies beyond prescribed job requirements. The process,
in order to attract the personal commitment of resources in
terms of time, energy, skills and finances, must first
speak to the individual's needs. By addressing these needs
personal support is established which, in turn, forms the
basis for collective action.
Mediating Function
The collaborative process acts as a catalyst with
respect to individual goals and organizational objectives
and to the expectations of both informal and formal organiza-
tions. It is initiated by bringing together administration
and staff in an atmosphere of openness and trust. In this
climate, the issues, problems and concerns of all parties
are aired and confronted. To create this setting, the
process must be planned and maintained through some structural
form which will allow for fluctuation of commitment, in-
clusion of new resources, divergency of viewpoint, open
communication and candid dialogue. Thus, through modeling
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participative and non-authoritative procedures, the forum
facilitates change and ultimately, renewal. (See Figure
VII below)
.
M Figure VIIMediating Function ot Collaborative Change Gronn
Individual
goals interface
Organizational
objectives
Informal
organizations mediary
Formal
organization
Staff catalyst Administration
The collaborative process establishes an intermediary
forum between the individual and the organization interfacing
the various goals, values and norms operating in the organi-
zation. Because of its "intersect" function, the forum
fills a piece of social space which does not quite fit con-
ventional organizational patterns existing in other areas
of the system. Many of these organizations, of course pro-
vide a similar mediating function. This service is fully
justified according to McHale who writes; "an
important stimulus for the emergence of these forms is that
which came into existence to satisfy needs and interests
and as responses to problems which older structures fail
to provide or where managerial contraints do not allow it
.to handle the problem effectively."^
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As an intersect organization, the collaborative
process is a loose structure which, in Boulding's defini-
tion is characterized by a form and structure relatively
free from inherent constraints and less subject to
traditional notions of legitimacy in behavior
. The
forum, therefore, is not quite formal though it does serve
the organizational objectives, nor is it quite informal
though it does satisfy many psychological needs that give
rise to informal groups. Collaboration is capable of
merging and mobilizing diverse group interests. It can
channel social energies into concerted effort. Before
such collective action can successfully be endorsed and
subsequently discharged, however, the basis of trust and
support must be assured. In like manner, before such sup-
port can be created, people must come together to share
their perspectives and communicate their personal needs
and values
.
Sequence of Collaborative Activities
Collaboration, evidently, is not a single process.
It offers a whole range of activities and might almost be
described as a continuum whose sequence is repeated as
new members engage in the process. (See Figure VIII).
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Figure VIII
Sequence of Collaborative Activities
Information Support Action
Expression
Talk of feelings Doing
Since collaboration is a repetitive process, it demands
much time and effort. "Older" members who have moved be-
yond the initial communication and support levels are
compelled to repeat the process with the inclusion of "new"
members. This checks and delays the process and often
makes it laborious. Such slackening may, in fact, cause
a loss of membership or irregularity in participation.
The disadvantage of deceleration moreover is compounded
at each stage where greater commitment, time and risk is
required. Collective action, consequently, will have
fewer activists. Later in the study, additional factors
influencing the fluctuation of commitment and participation
in the collaborative process will be reviewed.
Dimensions of Collaboration
The voluntary collaborative forum can be either
expressive or instrumental
.
(See Figure IX as follows)
.
When the tendency of collaboration is directed toward
the expressive dimension, it assumes a social function.
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Figure IX
Elements of the Collaborative Proofs
Greater
Instrumental
i
f
Expressive
The forum becomes more concerned with fulfilling the per-
sonal, psychological needs of its participants and with
P^ovi^ing socio-emotional support. In these circumstances
,
the expressive forum has a greater impact on the individual
goals of its members. When directed toward the instrumen-
tal dimension, the forum assumes responsibility for a
task or a number of tasks which are aimed at effectively
influencing the objectives of the organization or the
cooperative formal structure.
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In ltS g2a>re_ssive dimension, the collaborative
process evolves into a network of informal organizations
assuming a psychologically supportive role. Schein
enumerates the personal functions it can provide.
(a) An outlet for affiliation needs , that
is, needs for friendship, support and
love
.
(b) A means of developing, enhancing or
confirming a sense of identity and
maintaining self-esteem
. Through
group membership a person can develop
or confirm some feelings of who he is,
can gain some status and thereby en-
hance his self-esteem.
(c) A means of establishing and testing
real i ty . Through developing consensus
among group members, uncertain parts
of the social environment can be made
'real' - each person can validate his
own perceptions and feelings best by
checking them with others.
(d) A means of increasing security and a
sense of power in coping with a common
or powerful enemy or threat.
(e) A means of getting some jobs done that
members need to have done, such as
gathering information; or avoiding bore-
dom and providing stimulation to one
another, or bringing new members of the
organization quickly into the informal
structure, and so on. 23
The collaborative process begins to build personal
support systems, therefore, by attempting to fulfill a
member's social needs and helping him to feel that his life
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is increasingly more under control. These support systems
"provide individuals with opportunities for feedback about
themselves and for validations of their expectations about
others, which may offset deficiencies in these communica-
tions in the larger (organizational) context ."24 The harm-
ful effect of confusing feedback (or worse, none at all) in
the organization can be reduced through this network of
communication, support and resources. While the expressive
forum provides an important indispensible base for col-
lective action as it helps to satisfy the psychological
needs of its immediate participants, it will be an in-
effective change process if it remains only at this level.
The ideal effect must be one where the information and
support that individual participants receive overflows into
their work situation so that those with whom they officially
interact are also affirmed and appreciated.
The instrumental forum requires more formal and task-
oriented behavior. The emphasis on task does not mitigate
the need for continuing soci-emotional support. On the
contrary, task commitment draws its strength from the personal
support systems. This support encourages participants to
engage in heightened collective action around the chosen
organizational problems. In many instances, particular
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issues addressed by collaborative effort, are provoked
conflict which necessitates immediate attention. The
by
goal
of this concerted action might conceivably be planned in
advance and executed accordingly. The instrumental forum
focuses on the organisation therefore. The activities that
are facilitated are directed toward organizational change
and aspire ultimately to advance renewal within the system.
Modes of Collaboration
There are six possible modes in the collaborative
process corresponding to the expressive and instrumental
dimensions previously outlined. Figure X will demonstrate
the forum's developmental nature: in ascending order, each
mode will be more difficult to attain for the reasons al-
ready given.
Figure X. The Six Modes of Collaboration
INSTRUMENTAL
EXPRESSIVE
i
Laboratory Training
Project
Problem-solving
Forum
Advocacy
Forum
Perception-sharing
Forum
Safety-valve
Forum
Information
Forum
48
-
1
' lgf°r"ation Sharing Fmm..inf^n1t)nn sharing
is the first step in collaborative action. Within this
forum, individuals discover the form, procedures and people
involved, become part of the process, share ideas and re-
port on progress. Information is disseminated to absent
members in a written report (minutes of the meeting, progress
report on ad.,hoc groups, etc.). A network of information
bases is thus established. Individuals identify one another
from which a personal reference point can be made in future
referrals. Communication, blocked at various levels in the
bureaucratic system is opened. Through communication,
sentiments begin to develop which lead to personal support
systems. Information sharing must not be considered a
neutral forum. Communication involves language. As Schull
states: "the concepts contained within the (spoken) word
take on emotional contexts, so that concepts are not intel-
lectually neutral but contain a mixture of sentiments and
values." Information and its concomitant expression of
attitudes is a constant throughout the collaborative process.
2. Safety-valve Forum—The collaborative process, to
remain sensitive to the needs of its participants, cannot
avoid emotional responses, particularly those of anger and
frustration. If it does, the process is arrested. Coser
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defines this forum as "the free behavioral expression of
stress and frustration,
" and he further admits that this
is "positively functional for both individual and social
structure although incompletely functional for both." 2 ®
As already stated, where the expressive nature of the col-
laborative process is not activated, change remains at the
personal level and has only a personal value. The fact
that an individual reveals his goals does not, in itself,-
help integration between the individual and the social
structure, between his goals and the organization's objec-
tives. This forum's practical function is to help diffuse
the anxieties and internal conflict a person feels, relieve
the possible burden of organizational stress and make
personal experience more bearable. The free expression of
one's feelings is very important to the collaborative con-
cept however. It will be treated below in greater detail.
In the safety-valve forum, the conflict over scarce
resources, role ambiguity, policy decisions and so on can
identify the precise, concrete goals of the collaborative
change process. The place to begin, consequently, is "at
those points in the system where some stress and strain
exists. Stress may give rise to dissatisfaction with the
status quo and this becomes a motivating factor for change
in the system.
^
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3
‘ £S.rcePtion-sharina Fnmi.-nn. of the root causes
of conflict is the misunflerstanaing of persons, programs
ana policies. Misinterpretation or misrepresentation of
information as well as a reliance on "grape-vine" com-
munication, often add fuel to the fire. The perception-
sharing forum offers a rational, non-evaluative approach
for examining any false assumptions ana giving constructive
feeaback to people in terms of their personality, their
particular program and whatever values they exhibit in the
work scene. Unfortunately, however, it is difficult to
remove emotion and evaluation totally from this process.
It involves, indeed, a certain amount of risk. When success-
fully approached, this forum can enhance the collaborative
process and lead to better relationships among individuals,
interdependent groups and between administration and staff.
4. Advocacy Forum— Individuals who have come to a
greater awareness of their own potential are able to begin
collectivization of their activities. 2^ The organization's
change efforts require the application of some form of
power. In the collaborative forum, the potential for
building on existing power bases coincides at that point
when stress and conflict are most acute and when conflict
is directed toward a common enemy. Collaboration results in
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a cohesive, power-wielding group advocating whatever changes
Will remove the problem that is causing conflict. Deter-
mining change in this way has every appearance of the
political lever. Once members of disenfranchized groups
come to recognize their common character ana related in-
rests they have established, knowingly or unknowingly, a
potential "political" strength.
Advocacy runs in cycles. it begins with a specific
issue. This, however, is often a pretense for underlying
and more critical problems of power and authority. A con-
crete issue can ignite strong feelings of anger that have
accumulated over time and which are directed against some
administrative incumbents or the system in general. As the
issue expands so too does the advocacy membership. To off-
set any irrational attacks and inadvisable action the
advocacy process goes through a mediation phase. Out of
this come planned strategies which are usually executed by
those most alienated. Some advocates are simply satisfied
by blowing off steam. Others are more willing to risk.
Advocacy typically ends when the problem is converted into
bureaucratic action.
Advocacy means influencing others in a judicial and
effective way. It does not mean developing hatred and
52
antagonism against opponents. Neither does it refer to
accepting opponents as benevolent partners. It is, however
a form of collaboration. Chesler and Lohman affirm this
view.
Advocacy and collaboration are not ex-
clusive; rather they are each essential
components of political change, of
change in decision-making structures.
Collaboration as a sine qua non nealects
the interests of impotent groups; advo-
cacy alone fails to provide for systematic
integration. Advocacy that leads to col-
laboration and negotiation among dif-
fering but respected opponents is most
likely to rejuvenate our schools in direc-
tions more satisfying to the people who
live, work and learn in them. 29
5- Problem-solving Forum—We have already alluded
the fact that the collaborative process in its expressive
dimension deals with organizational problems without respect
to their interrelationship or their place within a broader
philosophical context. There is a need, however, to look
precisely at this broader context and not become enmeshed
in one or more problematic issues which are merely sur-
face expressions of the root causes. The energy which
conflict stimulates can attract the attention of a greater
number of people. Once the excitement and dynamism wane
with the resolution of conflict, change attempts also tend
to diminish. Stop-gap measures and issue-oriented activities.
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therefore, when not followed by long-range problem-solving
efforts, only prolong the underlying causes.
To be ultimately successful, the problem-solving
forum must envision long-term commitments. Continually
seeking the broader perspective and plotting a course of
planned phases which include, needs-assessment
, diagnosis,
alternative solutions, recommendations, action plans and
evaluation, it assumes a more systematic approach to
specific problems. The course of problem-solving is not
always smooth. Lippitt predicts that it will proceed "by
fits and starts, rationally and irrationally, but the
phases of the process can be seen to proceed through several
steps. They do not always appear in order nor are all of
them always present." 30
6. Laboratory Training Project—The laboratory method
of promoting change is the climactic phase of the collabora-
tive process. In the laboratory experience, one can experi-
ment with various change strategies. It is an intensive
learning experience. The actual behavior of those involved
becomes the substantive data for observation and analysis.
Schein and Bennis point out that "laboratory training is an
educational strategy which is based primarily on the
experiences generated in various social encounters by the
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learners themselves, ana which aims to influence attitudes
ana develop competences toward learning about human inter-
actions . "31
The laboratory method can include some or all
aspects of the collaborative phases of development. it
can foster personal growth and promote organizational
change. Laboratory training usually involves information
sessions
, skill practices, individual and group perception-
sharing and feedback experiences. Indeed a whole host of
methods and experiences can be employed according to the
wishes of those who design the laboratory. The main point
to be made here is that the laboratory setting provides a
concentrated period of time, energies and resources. This
educational method has a forceful effect on the renewal
efforts that the other forums in the collaborative process
may never quite achieve. We do not mean to minimize the
importance of the other modes of collaboration since it is
clearly evident that without the existence of these forms
of behavior and their continual cultivation, a comprehensive
and concerted effort could scarcely be undertaken, let alone
executed
.
We have, in summary, described the developmental
nature of the collaborative forum and its intermediary
55
functions within the bureaucratic system,
too, that to contain the various informal
We have noted,
groupings, this
forum must have a loose structure. A network style of or-
ganization where individuals and groups can engage in a
participative style of organization is characteristic. it
is within this forum that the members can test the parameters
of participation with regard to the formal organizational
context. We turn now to the critical factor in the col-
laborative process, that of conflict.
Part Three: The utilization of
conflict: the critical factor
the Collaborative Process.
Introduction
Conflict, for sociologists of the structural- func-
tionalist school of thought, has no positive value. in the
opinion of Van Doom, "they exclude conflict as far as
possible, referring ot it, when at all, as a dysfunctional,
a disruptive force or even as a disease ." 32 it must be
avoided at all costs. For many contemporary theorists, on
the other hand, conflict evokes an optimistic response. It
is a constructive and healing influence. As one writer
encouragingly argues: "...contrary to conventional wisdom,
the most important single thing about conflict is that it
is good for you. However one reacts to conflict, one
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thing IS certain, it is ''endemic, inevitable and necessary
for organizational renewal. "34 whether the processes of
change will result, therefore, in the improvement or deteri-
oration of the organizational climate will depend to a large
extent upon how conflict is utilized.
It is important to circumscribe, first of all, the
connotation of conflict applicable to the context of this
study. Conflict is popularly identified in terms of rancor
and aggressiveness. When referred to here, unless specifi-
cally stated otherwise, conflict is an expression, however
strong or weak, of dissatisfaction with a particular status
3uo. In this sense,. conflict does not necessarily arise in
a negative context, as for example, when one's hopes and
desires are frustrated or when one's creativity and need
for action are relatively suppressed. We say 'relatively'
because conflict, however strongly or weakly one expresses
it, depends to a greater or lesser degree on the constitutive
make-up of a person. People respond differently to the
pressures of life and work. Some people tend to get excited
over what for others is a simple matter.
Many organizations quickly suppress or restrain
conflict. They seek only to protect the status quo and
maintain a static equilibrium. Cooperation becomes synonymou
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with stability ana routinization. The majority of people,
in fact, are conaitioned to accept the status n„n particu-
larly where they find themselves at the mercy of complex
bureaucratic organizations. 35 These organi2ations sonehQw
expect their workers "to practice self-control or prudence
or foresight or restraint of impulses by the will. "36 In_
divraual goals are proscribed while the importance of or-
ganizational objectives are taken for granted. Conflict
m complex organizations may stir the system but unless
Willingly nurtured, conflict may never cause the system to
awaken to necessary changes.
The purpose of collaboration, as we have repeatedly
stressed, is to provide a mediation function between the
organization and the individual, between the formal and the
informal environment. Mediation implies a condition of
conflict. The inevitability of conflict calls for the
healing power of collaboration. The utilization of conflict
is, in fact, the critical factor in the process of col-
laboration if its goal of organizational renewal is to be
accomplished. The energy which conflict arouses can either
evaporate like steam from a boiling kettle or it can be
channelled in a positive direction like steam in a loco-
motive. Ideally the collaborative forum can become a frame-
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work for the positive force of conflict. It can provide
that impetus to move, at least parts of the system, beyond
the status quo. In other words, in order to move its
participants from the expressive to the instrumental
dimension, the collaborative forum must utilize the con-
flict that exists in the former so as to become a positive
instrument in changing the organization and advance renewal. 37
Since cooperation (that is, mere adherence to the
status quo) breeds only indifference to change, a new view
of its creative potential for renewal is indispensible
.
Kelly offers a sample of this new and more realistic ap-
proach to change (Figure XI) and contrasts it with an
exposition of the traditional where conflict is seen as
•3 0
wholly dysfunctional.
Figure XI. Two Responses to Conflict
OLD VIEW NEW VIEW
1. Conflict by definition is
avoidable
Conflict is inevitable
2. Conflict is caused by
trouble-makers, boat
rockers and prima donnas
Conflict is determined by
structural factors such as
the physical shape of a
building, the design of a
career structure or the
nature of a class system.
3. Legalistic forms of author-
ity. "Going through
channels" are emphasized.
Conflict is internal to the
nature of change.
4. Scapegoats are accepted as
inevitable
A minimum level of conflict
is optimal.
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The old view we might generally predicate of the bureau-
cratic system though it does not rule out the possibility
that some contrary approach is practised in certain parts
of the system. The new view can be considered the "ideal-
approach to conflict in the collaborative group.
Internal & External Conflict-.
The collaborative forum will encounter conflict
from two directions.
1. The conflict that arises within the formal system
and which finds its way into the collaborative assembly.
Conflict in the larger system has many sources, such as,
role ambiguity, policy decisions, budgetary allocation and
so on. Conflict may result in a struggle over "values,
claims to scarce status, pcwers and resources."39 Conflict
I
IS almost always caused by dissimilarity of viewpoint. Be-
cause we have not learned or experienced exactly alike and
value things differently, we usually differ in our under-
standing or opinion as to how matters ought to be done.
2. Within the internal forum conflict is also in-
evitable. The very same causes are at work, because the
same individuals are involved. The processes are no
different in the collaborative groups than in others and as
such will go through periods of high tension and quiet
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harmony. In all probability, most of the time the psyche
logical climate can be founfl somewhere in between.40 con-
flict soon emerges over such issues as leadership, decision-
making, the selection of strategies and so on. since the
collaborative meeting place represents a microcosm of the
larger system, it is often difficult, at times impossible,
to distinguish the particular source of conflict. They
usually appear as one.
Interfacing
One of the immediate goals of the mediating forum
is to reduce the 'negative' dysfunctional aspects of con-
flict unattended in the larger environment. The threat
underlying the conflict should be minimized but not eliminated.
The literature on conflict resolution is full of various
structured methods to minimize this threat. While there are
differences in these methods there are also many similarities.
The method we have suggested earlier is known as Interfacing
.
This presupposes that the protagonists of conflict be sur-
rounded with an atmosphere conducive to dialogue, confronta-
tion, search and coping. Here attitudes of respect and
understanding prevail. Trust is established. Communication
flows more easily. All parties are able to participate with
equal opportunity. It is in this structured approach that
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conflict is utilized and leads participants through the
developmental phases of collaboration. Figure XII below
is a sample of some of the common elements of interfacing
It is by no means exhaustive.
Common Enemy
Interfacing is a complex, and at best, a slow
process. It requires willingness on the part of the dis-
putants to subscribe to or at least experiment with, a
defined structure and established goals. Sometimes, how-
ever, interfacing comes about without the application of
structure of clear direction. The arrival of a super-
ordinate goal, for instance, can allay the divergencies
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within a group ana bring a commonality of interest. The
collaborative group caught in its own internal conflict, can.
With the emergence of some temporary external threat, find
unusual unison of effort 4--u •°
- While this may be a stroke of
good fortune for the armm ,•+.g oup, it can also prove quite debili-
tating when intraforum disharmony returns to occupy a
primary position. Here, we must distinguish between a
superordinate goal and superordinate threat, more commonly
referred to as the 'common enemy. -41 A superordinate goal
may be exemplified in a particular project or training session
that allavs the collaborative members to work together toward
a common purpose, which incidentally reduces the conflict,
making interfacing a more acceptable process. The appear-
ance of a common enemy, for example the administration, may
bring temporary unity to the group without solving inter-
group or interpersonal difficulties .42
Even though conflict in the form of a common enemy
has brought certain benefits to the group, it is usually,
and in the long run, a pseudo- interface
. When 'victory'
has been won, the energy which guaranteed the unity of the
group begins to wane: "no common enemy can elevate the
whole group above its inner contradictions
.
"43 true
test of interfacing is when the superordinate goal emerges
from the group's immediate commonality of interests which may
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require compromise and a sacrifice of legitimate interests
the part of some members.
Summary
Interfacing is, therefore, a difficult process to
achieve because conflict is such an elusive force. Even
when planned and structured methods surround the area of
conflict, there is never any guarantee of success. Indi-
vidual behavior is not always a predictable commodity.
In the process of dialogue, confrontation, search and
coping, the consequences, while rewarding and enhancing
to some, are feared by others. The result of not trying
(the deficit") is a return to safety and an avoidance
44of growth. Figure XIII offers a further perspective. In
it- the four basic elements of interfacing are behaviorally
described. Each brings with it feared consequences. The
rewards for attempting successful changes and the negative
results due to inaction are also included in this succinct
perspective.
Review of Chapter
This chapter presented a theoretical perspective
for the case study which follows. It described three
fundamental approaches to the problem of integrating the
individual's needs with the objectives led down by the
organization. These approaches, however, cannot be fully
realized in a university setting. The complexity of the
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Figure XII I. Th_e Consequences of intprf a^ n7
BEHAVIOR
FEARED
CONSEQUENCES REWARD
~
FOR CHANGE DEFICIT
DIALOGUE; Re- Rejection. Sign of
weakness. Inferior-
ity shewn up as in-
competent
Sharing and caring;
openness to change;
concern of issues.
Guilt
.
Shame
vealing personal
and group data.
Exposing feel-
lrigs and expres-
sions
CONFRONTATION
:
Alienation;
unmanageable con-
flict;'put dewn'.
Understanding
;
getting what you
want. Bringing
initial resolve
to problems.
Being power-
less. Other
directed.
Passive
.
Hostile
,
Resentful
.
Taking a stand,
expressing dis-
approval, anger,
criticism.
Giving and tak-
ing direction.
Setting prior-
ities.
SEARCH:
Proven wrong.
Addition to work
load.
Time pressures.
Possibility
of change
.
Comprehensive
problem-solving
.
Non-partisan.
Mitigation of
conflict
.
Superficial
Myopia
—
continua-
tion of
above.
Looking for
alternatives.
Taking in the
larger perspec-
tive. Added
action.
COPING:
Failure, loss. Increased poten-
tial
Collaboration
;
Enhanced self-
image.
1
Being stuck. 1
Dissatisfied.
Feeling weak,
trapped.
Letting go of
status quo.
Shifting Direc-
tion.
Making new
decisions
.
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university system calls for a situational approach which
allows for a loosely structured yet conscious approach to
change. One possible means toward change in the univer-
sity setting and described in this chapter is the colla-
borative approach. This approach links up people through-
out the formal system who, together, create a mediating
function between the formal and informal aspects of the
system. This collaborative group must progress through
several stages in their development. It begins with an
information sharing process in which consistent inter-
action builds up support bases that leads to collective
action. The most critical factor in the success or
failure of this mediating role is the way conflict is
handled and utilized. Interfacing is the general term
employed in the utilization of conflict. Briefly it refers
to the applied behavioral science strategies that allow
people with divergent viewpoints to engage in dialogue
and healthy confrontation which, in turn, bring a modicum
of trust and compromise. Because of the delicate mission
of this mediating structure, "it is by nature a jeopar-
dized creation. ... Born in a climate of excitement and
hope, it is forced to survive in a social structure of
test and challenge.
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CHAPTER in
CASE STUDY OF THE RESOURCE NETWORK
THE PRACTICE OF COLLABORATION
Introduction
This chapter will present a case study of the
Resource Network from which the collaborative model was
extracted. It is organized in four parts. Part One
will provide an account of the setting in which the
Network operated. The current state of that organiza-
tional setting will also be described according to the
results of a questionnaire. Part Two will review the
origins of the Resource Network showing the early revi-
sion of focus and the evolution of the Network's mission.
Part Three will describe the developmental process of
the Network's loose form of structure and compare it
with the traditional bureaucratic form in which it
exists. Part Four will include a chronology of the
major events in the Network over the past two years.
Selected key events in the chronology will be described
in detail.
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Part One: Organizational Setting
of the Resource Network
The Bureaucracy of Student Affaire
Student Affairs, a complex sub-system within
the University of Massachusetts, exists to provide human
services to approximately 25,000 students on campus.
Structured in a formal hierarchy, many rules define the
relationships between the levels of authority in this
bureaucracy. The staff tend to communicate through
formal channels of record-keeping, budgetary, memo-
sending, and innumerable other people processing acti-
vities. In spite of these bureaucratic rules and formal
communication channels, authority in Student Affairs
remains ambiguous and has a tendency to shift.
Political Influcences
While bureaucratic procedures are apparent within
Student Affairs there exist undercurrents of political
intervention. Student groups, professional staff, of-
ficials in formal authority positions, and even external
groups beyond the campus boundary hold divergent goal
aspirations and different political interests. These
groups create a political tangle, each desirous of
some share in the decision-making process in the uni-
versity.
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Decision Making
The recognized decision-makers in Student Affairs
are many times engulfed by conflicting pressures from
Trustees, the University president, the chancellor,
academic offices, professional staff and indeed the
student body. Autonomy, even in the higher positions,
is severely delimited and decisions are often made be-
hind closed doors. Central administration is occasionally
caught between internal forces (student government and
professional groups, for example) and external forces
(Trustees, legislature, and presidential office). It
presents for these administrators an unending dilemma.
The University Bulletin" quoted the vice chancellor
for Student Affairs on this very point. "There are
some sharply competing demands in this position. I'd
like to be an advocate of the students, and on the other
hand, I must be an administrator of the Board of Trustees
policy. These divergent demands are sometimes difficult
to juggle". The dilemma, however, does not just rest
between the students and the Trustees, but with other
professional groups as well. The authority to act on
the advice and wishes of the professional staff, many
of whom live and work with students and who are in touch
with their needs, appears to be weakened greatly by
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forces above the vice chancellor level.
Ambiguity of authority and power is the price paid
by an institution which, by its very nature, incorporates
ultxple levels of rnfluence and expertise. Line and
Staff distinctions further serve to increase the ambiguity.
Decisions are not always made through the formal chain
of command and accountability. They are many times pro-
cessed through administrative staff appointed to the
top administrators. The picture becomes really confused
when one takes into account the various political interest
groups and the type of influence they wage. The organi-
zational chart (Figure XIV) which follows offers a con-
densed picture of these multiple layers of influence and
authority. It does not, however, provide any clarity as
to the political influences that operate within the
university system.
One further point should be mentioned with regard
to the decision structure of the university-
—the role
of the budget-management. Budget decisions set the
ground rules for programmatic decisions. Expertise in
human development may give the human service profes-
sionals the "know-how" of programs but in the last
analysis it is the budget which determines "if" and
"how far" programs may be implemented.
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Conflict
Within this fragmented structure the bureaucratic/
professional dualism often becomes the bureaucratic/profes-
sional duel. Many decisions are challenged particularly
critical ones. Political issues are usually translated
into bureaucratic problems and vice versa. Conflict over
an issue may ensue for some time but the conflict is most
likely to be processed through the formal structure and
eventually routinized through bureaucratic procedures.
While conflict is a fact of life within its complex
structure. Student Affairs is held together through com-
monly shared values. There are many dedicated and crea-
tive people who have long attempted to struggle beyond
the bureaucratic and political strains of Student Affairs
to promote a more humanizing climate. It was out of these
eff°rbs that the Resource Network drew its energy and
continues to draw its support.
The Results of Decentralization
Near the end of the Sixties, Student Affairs shifted
from a centralized operation, characterized by an attitude
°f w in loci parentis”
,
to a decentralized form conducive
to diversity and experimentation. This move engen-
dered the development of many special programs each
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With a different emphasis on some particular need of
the student. Programs emerged to train peer-sex coun-
selors, drug counselors, academic counselors, and feminist
and minority counselors. These were often short-term,
stop-gap reactions to student problems, collaborative
and long-term planning was as yet undeveloped. This
resulted in duplication and insulation of programs
. The
budget, of course, was relatively fat.
Full implementation of these new programs was consis-
tently retarded due to such difficulties as interpersonal
conflicts
, integrating differences in philosophy and
approach, or just simply working out conflicting time
schedules. Decentralization may have brought that
freedom essential to the development of these programs
but integration of effort was clearly lacking and clearly
needed. The lean years of the Seventies had arrived.
Competition between these programs for both financial
and moral support began to increase. At the same time
the image of Student Affairs began to weaken.
P_r9an i zational Profile of Student Affairs
In order to gain further insights into the image of
Student Affairs, the author utilized a revised Likert
questionnaire which outlines four discrete management
systems. In 1974, the questionnaire was given to eighty
79
people within Student Affairs, it was submitted to ( 1 ) the
Operations Council, to (2, agency staff in the Student
Development Center, the Health Services and the Office
of Residential life and to (3) area staff including
Directors and Heads of Residence in residential dormi-
tories. (See Figure XIV) Each of the respondents was
asked the following: In your perception, where does
student Affairs currently fall along each of the continue
described in the questionnaire? How would you ideally
like to see it operate? On the graphs which follow the
former question is called the "real" and the latter is
named the n ideal ".
Questionnaire The Likert questionnaire is con-
structed around four types of organizational systems. They
range on a continuum from authoritarian to participative.
System 1 is named "exploitive authoritative" and is
characterized by control over decisions and goals resting
at the top of the hierarchial tree with communications
directed downward and accepted with suspicion. System 2
is referred to as "benevolent authoritative". This system
is less rigid than the previous one with middle management
a more active role in running the organization.
System 3 allows for participation though in a "consultative"
manner. There is a greater sense of freedom, easier flow
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Of communication and a moderate delegation of responsibility
to lower levels. System 4 brings us to an idealistic
"participative” system in which the individual's goals are
incorporated into the organizational objectives. These
discrete systems are normative and organizations usually
fall in more than one system, it should be pointed out
that while this questionaire deals with the structural
or bureaucratic nature of Student Affairs it does not
allude to the political dimension which is a critical
aspect of its operation.
Results of data—Twenty-two agency staff and
twelve area staff responded. The Operational Council did
not reply. The two graphs which follow bear the agency
and area profiles of 1) median scores and 2) the inter-
quartile range of both profiles. For the respondents
then. Student Affairs falls within the "benevolent
^^^^oritative system. Ideally all would prefer a "parti-
cipative" system. Both group profiles show a substantial
amount of agreement. The agency profile of the "real"
depicts Student Affairs as being more rigid than does
the area profile. This is surprising in the fact that
the area staff have tended to be more bitter in their
diagnosis of the system during Network meetings.
The range of scores on the "real" is quite high
for both groups . Area perceptions range from 8 to 17
ffrgfiles of median scores by residence
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points, while agency perceptions range from 10 to 19 points
These wide ranges may reflect the fact that the respondents
scored from their own work perspectives which vary tremen-
dously in departmental goals and administrative procedures.
This may also point to the ambiguity of authority and in-
fluence within the system. The interquartile range for both
groups demonstrates the great similarity of both profiles.
Some extreme scores call for our attention. In
item 3, for instance, half of the agency scores fall within
system 1 suggesting that staff ideas are seldom if ever
sought and used by upper administration. Item 8 proposes
that downward communcation is viewed with suspicion. Up-
ward communication, however, (item 9) is perceived more
positively. Of course, when we refer to upward communica
tion, we are referring to the communication that emanates
from the respondents themselves. Item 10 bears the most
extreme scores on the profiles attesting to the perceived
unawareness of superiors as to the problems facing their
staff. Organizational variables 11, 12 and 13 refer to
the decision making process. Agency scores have bi-modal
distribution with a cluster of scores in system 1 and
another cluster in system 3. This again may express the
confusion of the decision making process mentioned above.
The relatively small interquartile range of these items
on the area profile establishes a greater agreement of
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perceptions as to the decision structure in the residential
areas. A possible cause of this may be the fact that within
their local sphere of influence within the residential
areas, staff are given a greater say in decisions. Organi-
zational objectives are moderately or strongly resisted
by agency personnel (item 15)
,
though informal groups
resisting these objectives are not clearly identified
(item 17) . Both groups see control in terms of punishment
and policing (item 18) . A few comments were written in
beside a particular item such as "what goals?" (item 14)
,
"always upward" (item 7), and "not applicable" (item 11).
Summary
It is within this university context, therefore,
that the Resource Network came into being—within a uni-
versity division that is fragmented, benevolently auto-
cratic, characterized by an ambiguous decision structure
and in need of renewal.
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Part Two: The Origins and
Goals of the Resource Network
Grant Proposal
The idea of a Resource Network originated from
a Student Affairs drug counseling agency (Room to
Move) in February 1973. During an advisory committee
meeting, attended by a representative from Health,
Education and Welfare (Federal Office, Washington),
the vice chancellor for Student Affairs and the director
of the Health Services, the participants explored the
possibilities of expanding the existing counselor
education programs in the residence halls. It was
felt that this expansion would help the students to
examine such self-defeating behaviors as drug and alcohol
abuse and help them to examine the destructive effects
of sexism and racism. The H. E. W. representative pro-
posed that the committee apply for a grant. The idea
was tested among other professional staff engaged in
counselor training programs. The replies were initially
encouraging and enthusiastic. The proposal was written,
accepted, and subsequently funded for $40,000.
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Membership
The prospect of a large-scale, co-ordinated program
and the enticement of adequate funds attracted Mediately
those staff who were already involved in autonomous and
even isolated efforts at building "humanistic" residential
environments. They were for the most part professional
or para-professional counselors providing a helping service
for the students' career, academic, mental health, and
health care needs. The area staff lived and worked in
the residential halls and were mostly graduate students
in transit. The agency staff were generally full time
professionals who, apart from their individual counseling
role in a particular program, favored a "community mental
health" approach to the needs of students. While some
central administrators were involved in sponsoring the
grant, their continued involvement was felt more from a
distance. In general, the Network members had a variety
^oles and responsibilities in the formal organization
and shared deep concerns about the future of the univer-
sity.
Shared Values
Many of the Network members shared common values.
Shared values as we shall later see did not necessarily
mean shared goals nor did they lead to similar change
strategies. There were, however, a core of common values.
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^^SSgSBgtoental OrientaH on-The Network ambers
strongly believed in cutting across departmental or program-
matic lines to more effectively accomplish their roles
as helping agents to students. They felt the need to deal
with the student as a whole person and not a fragmented
entity. They were, therefore, more "issue oriented" in
their Network role as distinct from their formal role which
expected them to treat a particular piece of the puzzle.
2
- Assumptions about People— It was the general as-
sumption that the people who volunteered their services
to the Network possessed unused potential, were competent
and responsible and wanted to create a better university
environment.
Confrontation—A number of the members believed
in confronting destructive institutional norms such as the
over-emphasis of one-way accountability, and the lack of
personal support and feed-back. They were particularly
concerned with racism and sexism.
4. Loyalty The Network held a broad interpretation
of "loyalty" to Student Affairs. For the most part, the
members felt that their activities were in no way under-
mining the formal organization but rather supplementing
and improving it. Therefore, they felt at ease with their
formal and informal roles. There were moments, though,
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when loyalty to each other and the students won out over
loyalty to the policy decisions by top administrators. This
was interpreted as loyalty to the university in general.
5. Levelling—Although the Network comprised of
various status differences it was a shared norm that in
an open forum all would participate on an equal level.
6 * Collaboration—The Network did not want to
compete with other groups nor engage in a win-lose struggle
which might cause mutual canceling-out. Instead, it at-
tempted to join with those who shared similar values
and goals. They also saw advocacy as part of their col-
laborative role.
Uneasy Beginnings
In the beginning the Network members were extremely
conscientious that this project would not atrophy and die
like so many other efforts they had personally witnessed.
Armed with this confidence they enthusiastically adopted
a shared decision making process as their modus operandi .
No one, not even their originator/co-ordinator, could
make decisions alone. A laborious search was initiated
for salaried staff members who would document and process
the Network's development. After much debate, they decided
not to divide the grant money among the various represen-
ted programs as had been previously arranged. Instead it
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would come under group control and be utilized for colla-
borative projects only. Furthermore, it was requested
that the Network group would be representative of several
entities within Student Affairs and representative too of
central administration, minorities, and women.
The excitement and hope that gave birth to the Net-
work, however, could not be sustained for long. The effort
to maintain consensus proved boring and eventually dysfunc-
tional. The decision not to divide the money disappointed
some members, others were disappointed, too, over the lack
of representation at all levels. The hardest challenge
to the Network's early operation, however, was aimed at the
two week training program proposed in the grant.
Revision in Focus
Due to time pressures, the grant proposal was deve-
loped by one person who was to become the co-ordinator
Network for its first year
. This singular effort
resulted in a singxe goal statement in the grant contract
a two week training program to "help students avoid self-
defeating behaviors". As the Network gained momentum,
however
,
this primary target took a secondary place among
the growing membership and concomitantly the growing range
of interests. Emerging out of this inclusion phase came a
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common understanding of the fragmentation of the helping
services and indeed student Affairs in general. instead
of putting the total Network energy into a workshop on
the elimination of self-defeating behaviors of students,
the Network began to focus on its own self-defeating
behaviors as staff members within Student Affairs. The
rationale for this move was forcefully stated in a rhe-
torical question by one staff member: "How can we help
the students avoid self-defeating behaviors when we our-
selves are burdened by destructive behaviors both at the
personal and institutional level?"
The narrow focus of the workshop goal was chal-
lenged on two occasions. The vice chancellor for Student
Affairs came to an early Network meeting and asked the
P^-^nnin9 group to consider carefully the larger vision
of collaborative human service programs. Cognizant of
the unrealistic deadlines and limited perspective of the
proposed workshop, he felt that the Network should not
allow itself to be forced into too narrow a role thus pro-
stituting the humanistic values the group professed. The
impact of this caveat, however, soon subsided when the
deadlines were postponed and the grant contract was
renegotiated to include other Network interests. Not
all was settled. A similar challenge came when the
Network co-ordinators charted the emerging Network
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activities and organized them to flow into the workshop
program. The reaction was intense. The Network was
becoming too “structured”, too task-oriented, and too
insensitive to the members' personal needs and priorities.
From this point onward it was accepted, more by default
than conscious design, that the state of student Affairs
in general would become the target of the Network's
attention.
This broader scope was in fact inevitable. The
Student Affairs staff needed a forum in which they could
openly express their feelings and frustrations as to
the state of their working environment. They now felt
that as the conditions of the professional staff improved,
so too would their services to students. As their
alienation decreased, their ability to reduce student
alienation would increase.
Evolution of Goals
During this early period the goals of the Network
slowly began to emerge. The two week training program
remained a constant. The other goals were to 1) increase
communication and 2) build up personal support systems.
These two goals were kept vague. In fact, the Network
members refused to undergo a goal setting experience.
The reason for this was partly due to the fact that the
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group had not evolved sufficiently to know what exactly
they were about other than a training program. The
latter, by the way, was undertaken by a small task force
Who, for quite a while, remained autonomous from the
central Network activities. Another reason for this
rejection was the fact that the Network members had not
worked out their personal relationships with one another
nor settled on their individual role in and commitment
to the Network process. Thus, they were not ready for
a goal setting experience which would call for certain
expectations
.
Six months after its inception and shortly on
completion of the training program, the members were
prepared to set goal priorities. It merely ended in a
broader understanding of the previous goals. At the
of its second year, however, the Network ar-
rived at a much fuller understanding of their mission
and goals. It was a slow and arduous process. The
role of this informal association was analyzed again
and again by the membership until that point where
the statement of its mission, goals and objectives were
accepted and became more or less stabilized. That state-
ment follows. The goals are idealistic and correspond
closely to the participative system 4 as scored on the
Likert questionnaire. The reader will note the
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similarity of these goals and the definition of the
developmental nature of the collaborative process out-
lined in Chapter I. The reason for this is that the
Network adopted this definition into its goal statement.
Mission, Goals, and Objectives
The mission of the Resource Network is n to model
and facilitate organizational renewal " i. e
., to make
the university more relevant to the contemporary needs
of students and less fragmented, competitive, non-parti
cipative for the professional staff who live and work
there.
The goals and objectives are organized below to
accentuate the collaborative model. They are actually
documented in this manner by the Network.
goals and objectives
Collective Action
+ to produce data for input into policy deci-
sions through research and observational
evidence
t to advocate and bargain for important
decisions
+ to model alternative problem-solving and
conflict-reduction approaches to organi-
zational problems
+ to operationalize cross-departmental
v/orking relationships to increase know-
ledge and skills of staff and to improve
delivery of service to students.
Personal Support Systems
+ to provide personal and programmatic feed-
back to individuals and departments
+ to facilitate helping relationship among
individuals and groups
+ to help clarify personal and organizational
values
+ to provide a non-punitive
, safety-valve
forum for release of job frustrations
+ to engender congenial relationships
among individuals and between staff
and central administration
Communications
+ to make information flow more accurate,
more receptive, and trustworthy
+ to increase members' knowledge of
their role in helping achieve organi-
zational objectives
+ to reduce duplication of effort and
coordinate information from among
fragmented and insulated homogeneous
groups
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Part Three: The Structure
of the Resource Network
Introduction
While the Resource Network is a relatively steady and
stable reference group for a core of committed nepers, it
IS characterized by an organically evolving pattern of
membership, leadership, interpersonal relationships and
group structure. It has managed to survive many diffi-
culties and continues to evolve, attracting new members
and maintaining many of the old. As yet it retains its
loose, informal structure though many of its operational
procedures have become routinized. The diagram below il-
lustrates the various interlinked parts of the Network
structure as designed by its originators. Most have come
under revision of one sort or another.
Figure XV
Structure of the Resource Network
H. E. W.
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Staff Members
When the Network began there were three salaried members
The role of the co
-ordinator was to facilitate the develop-
ment of the total process and act as a catalyst for the Net-
work membership and H.E.W. He was primarily responsible for
meeting the requests submitted in the grant contract. The
administrative assistant was responsible for the day-to-day
documentation and maintenance function of the Network. She
provided for the direct communication between various members
and groups and disseminated minutes to active and affiliated
members of the Network. The minutes were detailed, uncen-
sored and reflected the open dialogue that took place during
the meetings. The role of the process consultant was to
observe, document and provide feedback on the process of col-
laboration for both the Network and H.E.W.
From rather well differentiated job descriptions, the
staff moved toward a shared co-ordination of the program.
This was most evident during periods of intense activity.
Additional work and pressures forced the staff to look upon
one another for added support. It was imperative to work
as an integrated team under these circumstances. Entering
a second year, the staff positions came under dispute. The
real crux of this contention oscillated around the role of
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the founder/co-ordinator. His
in terms of information control
leadership, exercised mostly
/ made him both a central
figure in the group and a central target for those who de-
sired a more visible manifestation of non-hierarchial and
non-sexist staffing patterns. There was also the obvious
clash of personalities. Rehiring came down to a debate of
continuity versus a new co-ordinating structure. Those who
favored a continuation of the previous staff won by majority
vote over those who preferred to have the co-ordination
function in the steering committee only. The vote did not
end the debate. The co-ordinator, himself, decided to with-
draw from the role in the face of ambivalent support. His
role was primarily assumed by the administrative assistant.
Steering Committee
The Steering Committee began as a small group of approxi-
mately ten members who met weekly to monitor the maintenance
duties of the Network. They were responsible for the agenda
of the large membership meetings which meet every two weeks.
The purpose was to advise and support the central staff and
in general steer the direction of the Network. They were
also meant to represent the different sub-groups in the Net-
work.
The steering committee went through periods of effective
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guidance ana ineffective repetition. This cycle was partly
due to the different levels of commitment and the type and
rate of activity in the Network forum. During periods of
heightened activity, for example, the large group meetings
became more numerous and more spontaneous. Many of the
committee members were unable to sustain a continued effort
which detracted from their formal work load. Participation
drained and the staff with a few undaunted committee members
continued the guidance responsibilities.
Advisory Board
This board acted as the formal sponsors of the grant.
It was initially intended that the advisory board would pro-
vide a continuous form of support from upper administration.
vice chancellor
,
the dean of students, a staff member
from the chancellor's office, and a major division head
constituted the personal link with administration. The role
of the board, however, was not fully defined. After the
final budget was approved, regular contact was maintained
with the vice chancellor only. Ambiguity of role, and the
growing uneasiness with Network activities by some board
members contributed to this atrophy.
At one stage the advisory board came under review.
Some Network members felt a strong need to re-establish an
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active board with the intent of getting these key adminis-
trators more involved in the Network process thus giving
more weight and legitimacy to the Network. Others, however,
and those who won the day decided that they did not need an
advisory board. They felt that final decisions ought to be
made without any referral to administration.
Task Groups
Task groups were enacted to follow through on some
issue or area of interest. They were small in size and varied
in duration and commitment. The task forces were usually
championed by one or two people who took a special interest
the task at hand. These leaders pooled support and
assistance from the larger membership to whom they period-
ically reported their progress. For the most part, these
task forces operated almost autonomously from the central
activities of the Network though they viewed themselves as
directly related to it.
Total Membership
When we speak of the total membership of the Network
we are referring to an indeterminate number of people
affiliated to the Network through different levels of in-
volvement. There were approximately twenty members who took
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an extremely active role in all of the Network activities
ana task forces. Beyond that there were almost thirty
members who participated on a periodic basis (during first
year, 48 attended ten or mere large group meetings). There
was an additional group of people who occasionally entered
the Network forum and with whom the Network remained in con-
tact through minutes, memos and telephone. Taking all of
these layers into account would bring the affiliated member-
ship to slightly over one hundred people.
Meetings and Procedures
The large group meetings were held bi-weekly unless
some critical issue demanded additional scheduling. Meeting
times and dates were fixed to ensure continuity and pre-
arranged check marks in appointment books. From experience
it was found that the most appropriate time was from noon
until two p.m. every second Wednesday. A central location
was also fixed.
The agenda for discussion was prearranged by the staff
or steering committee though occasionally a critical issue
may have taken precedent. There were usually several agenda
items. Those which required short delivery were dealt with
first, leaving sufficient time for one or two more important
issues. If there were many topics, time frames were posted
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order to speed up the process and ensure that everyone's
agendum had been met. If unsuccessful, they were tabled
for later consideration.
Although the Network meetings have varied greatly in
tone and interaction a relatively similar procedure was
Observed several times. The meeting rarely began on time.
They were preceded with informal socializing until a suf-
ficient number of members arrived to begin the discussion.
New Members were welcomed and introduced to the other
participants. The agenda previously posted was briefly
addressed. New items were added to the list which was then
prioritized and given time frames. Someone had usually been
assigned by the chairperson to open the discussion on a
particular item or simply to share information. A dominant
issue usually began with an opening perspective. More data
on the issue was shared. There came a mixture of diagnosis
and action ideas. Finally a point was reached when a
decision was asked to be made. If the issue was "hot" and
it was expected that all members be involved to varying
degrees in carrying out the decision, then consensus was
strongly attempted. If otherwise tacit consent or majority
opinion was accepted. The discussion ended with ten to
fifteen minutes left for process comments. The process
104
observer initiated this last phase and called for comments
from all participants.
The Wednesday meetings were really the tip of the ice-
berg in regard to the total Network activity. These meetings
represented the visible co-ordination of information, ideas,
tasks and various activities. m the interim and depending
on the type and intensity of activity, the communication
continued and action steps were taken, many times unnoticed
by the larger group. Several small group meetings usually
resulted from the large group discussion with the purpose
of carrying out a particular task. At the same time other
processes were at work undertaking, for example, some long-
term goal facilitated by the same Network members. In this
sense, then, the Resource Network became not just a network
of communication to members spread throughout the system
but a network of interrelated tasks and issues.
Effects of Balancing Formal and Informal Roles
It has been acknowledged that Student Affairs, for the
most part, operates through a bureaucratic style of organ-
ization. The Network, on the other hand, offers a more fluid
and informal structure to retain its voluntary commitment
and carry out its mission. The charts which follow describe
and compare the characteristics of both structures. For
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those members without any official authority in the univer-
sity, the jump from his or her university role to an informal
role in the Network presented no great difficulty. For
administrators, on the other hand, it was a much larger
bridge to cross. This may be the reason why they did not
oss it very often. It is understandable why an adminis-
trator may feel threatened in a forum that not only has open
dialogue and shared decision making, but also has many of
his subordinates, one or other of whom may harbor grievances
or may be waiting for an opportunity to raise some uncom-
fortable issue. The Network has never been quite able to
remove this fear. Instead these administrators, who may
favor some though not all the Network activities, have re-
mained apart.
ACOMPARISON
OF
ORGANIZATIONAL
CHARACTERISTICS
BETWEEN
THE
NETWORK
FORUM
AND
BUREAUCRATIC
SYSTEM
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Part Four: Chronology and
Description of Major Events
Introduction
This section will begin with a chronology of the key
events in the two year development of the Resource Network.
The chronology will be presented in four flow charts each
representing a six month period. These charts give an over-
view of the Network 1 s activities and show the simultaneity
of a number of projects. From this chronology we will
isolate seven distinct projects undertaken by the Network
group. Each project has a related sequence of activities
which are numbered on the flow charts. As a project is des-
cribed it will be helpful to the reader to refer back to the
charts and trace through a particular sequence of events.
The seven projects will focus on the following:
1 • Towar d Collaboration 11 ; A Laboratory Training
£T
-,°nect i—1974. This will include the development of the early
design group, the training program itself, and a synopsis of
the evaluation of this program.
2. Counselor Issue--This refers to the role the Network
played in advocating the continuation of tuition waiver for
over 400 peer counselors in residential areas.
3. Counselor Training Task Force—The purpose of this
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group was to move counselor training from an isolated, frag-
mented state to a comprehensive, collaborative setting. This
group worked consistently for eighteen months to accomplish
its goal.
4
- Reorganization in Student Affair.- i- this case we
shall review the advocacy role of the Network to firmly
establish human service programs in the reorganization pro
posal.
5
‘ ^kincf a_Life, Making a Living" ; A Laboratory
Training project, 1975—This section will include the devel-
opment and evaluation of the career development workshop
sponsored by the Network.
6
*
—^&Port Systems—Here we shall describe the attempts
of the Network to do something about the support and reward
systems within Student Affairs.
7 • Human Services in Residential Areas? Survival or
—
m:*- se
.
This section will describe the strongest advocacy
role of the collaborative group in the face of state budget
cuts which have given rise to the possible loss of human
service programs and related jobs.
RESOURCE NETWORK FLOW OF EVENTS
JUNE - DECEMBER 1973
1973 -
Ill
1974
RESOURCE NETWORK FLOW OF EVENTS
JANUARY
- JUNE 1974
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resource network flow of events
JULY - DECEMBER 1974
1974
JULY
resource network flow of events
JANUARY - MAY 1975
1975
JANUARY
FEBRUARY
>ilot Traijling
Programs for
Ccxtnselors
Career Development Yforkslop
"Making a Life;
Making a Living"
Ten Ongoing Career
Career Development
Task Forces
3
New Needs Assessment
Operations Council
& Network Marbers
Design Perception
Sharing Experience
on state of Stxri.
Affairs
Hurd Year
Proposal
Sunnier Planning
|
Evaluation of
j
' Paid Staff
1
HAY
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"Toward Collaboration 1';
Training Laboratory Program. 1974
Design Group
In January 1974 the Resource Network put on a two week
workshop with the title of "Toward Collaboration". The
goals and format of this workshop were initially undertaken
by a small task force. This task force accomplished its
objectives but its road was rocky. During its early pre-
paratory phase, the design group fluctuated between three
to six members, had little data to work on, and virtually
no support from the larger Network group which had relegated
the training program to a secondary place.
Alone
,
this small group took on a large needs assess-
ment to ascertain the goals of the workshop. With sustantial
replies they began to design and redesign as new interests
and new ideas emerged. However, as January approached and
the workshop became more imminent, the design group suddenly
found itself no longer autonomous but the focal point of
Network activity. Everyone wanted to participate now. The
training program just as suddenly grew in scope. The group
became immersed in a potpourri of roles and tasks. Figure
XVI, on the following page is an attempt to capture the
various functions of this group as it co-ordinated the many
elements of the training program.
Figure XVI
Functions of the Design Group
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NEEDS SURVEY OF
MAJOR ISSUES
PUBLIC RELATIONS maintenance
long-range info sharing
Acad/edu prograiming
Canmunity Mental Health
Role re-definitions
:
HR's, RD's, Counselors
Self-defeating
Behaviors
Personal contacts
Written brochure
Slide Show
Photographer
Taping
presentations
Typing
Xeroxing
Articles
Rooms reserved
A/V Equipment
Hotel Acccmroda-
ticms
Registration
Credit
Materials
Finances
Institutional
Self-destructive
Behavior '
FACILITATORS
Recruiting
Training
Coordinating
DESIGN GROUP WASHINGTON
COMMUNICATION
EVALUATION:
Pre-post test
Group reaction reports
Facilitator reports
Process observer
reports
;Workshop evaluation
SPEAKER INSTRUCTORS
Major speakers
Panel members
Module leaders
MODULAR WORKSHD PS
Sexism/Racism/Drug
s
Non-hierarchical
staffing
Values clarification I
Conflict resolution
Feninist motherhood
Leadership
Personal change
j
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Workshop Goals
The design group came up with a list of seven goals for
this training program which were printed and mailed to
potential participants. The goals are the following:
1. To explore the "community development model" as a
new approach to student development efforts on UMass. campus
2. To explore personal and institutional self-destruc-
tive behavior as expressed in racism, sexism and alienation.
3. To explore the emerging needs of the increasingly
diverse student population.
4. To explore non-sexist, non-racist principles as they
relate to the management of programs and policies.
5. To explore a model of reciprocal education in which
the various participants - students, staff, and faculty -
are encouraged to utilize their resources, experiences and
skills toward educating one another.
6. To explore the possibility of building creative,
growth producing, psycho-social environments in residential
halls.
7. To explore legitimate academic programs which inte-
grate cognitive learning with personal growth.
Workshop Format
During the first week, outside speakers and panels,
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composed of university members, presented issues which the
participants then discussed in small group settings. The
director of a residential college at Umss. addressed the
"Fragmentation of the University". A professor from the
University of Colorado spoke on "Eco-systems"
- the effect
of physical settings on those who live and work in them. A
faculty speaker traced the historical development of the
university and how it related to the major problems that
confront both the university and society today. A student
panel discussed their perceptions of the effect of the
university's fragmentation on the student body as a whole.
An area staff group presented a unique open discussion of
the problems and pressures that repeatedly confront them in
their particular residential environment. A final outside
speaker addressed the role of administration in universities.
This first week then began with a diagnosis of the univer-
sity and ended with a number of alternative approaches to
what currently exists.
In the second week, skill training sessions and task
forces ran simultaneously. Participants were given the choice
of selecting those sessions that were most relevant to their
work. These skill training sessions included the areas of
sexism, racism, drug and alcohol abuse, non-hierarchial
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staffing, values clarification, conflict resolution,
feminist motherhood, leadership, and personal change. As
well, three task forces, with the help of trained facili-
tators, diagnosed and planned strategies to solve campus
problems in three areas, i) role descriptions of residential
staff, ii) community mental health approach to change, iii)
educational programming in residential areas. These task
forces were able to use many of the models presented during
the first week. They left the workshop committed, however
short, to continuing their task.
A party ended the workshop. it was attended by almost
two hundred administrators, staff, faculty and students. A
milestone event, this was the first time such a social event
for Student Affairs had taken place.
Workshop Evaluation
Evaluations were collected at this workshop. ^ All the
data came to the same conclusion: the workshop was a great
success. One hundred and fifty people had met in a common
framework and willingly shared their personal views, their
commitment to similar values, and their resources.
Three questionnaires were given to the workshop partic-
ipants in order to ascertain the effect of collaboration
toward which the program was focused. The First Question-
naire J was a pre-post test to examine the perception changes
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of twenty-four area and agency groups who had attended the
workshop. The Second Questionnaire4 was a pre-post test to
examine the perceptions of workshop participants on a number
of rssues-student needs, personal support systems, counselors,
collaboration. Student Affairs, institutional change, affirma-
tive action, administration, and faculty. There were fifty-
nine scoreable items. The Third Questionnaire wa* requested
of the participants to gather subjective, qualitative
evaluations on the workshop itself.
st
_Quest ionna ire—Twenty-four area and agency pro-
grams shared perceptions of each other on a semantic dif-
ferential scale. The scale included seven bipolar adjectives;
good — bad, pleasant — unpleasant, active — passive,
systematic - disorganized, etc. Each adjective pair had a
five point scale. The rating chosen was intended to be the
respondent's estimate of where the area/agency being rated
falls on the bipolar continuum, e.g., more "active" or more
"passive". Among the bipolar adjectives, the side on which
the most desirable adjective (e.g., "pleasant") appeared
was reversed on two of the pairs.
Scores for each adjective pair were recorded by assigning
a number from 1 to 5 each response, ranging from least favor-
able (a score of 5) to most favorable (a score of 1). For
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each area, scores were summed across all seven bipolar
scales, and this total score provided an estimate of the
overall rating given that area. This total score could
range from 7 to 35, with a lower score meaning a more favor-
able overall rating.
Perceptions of the various areas were expected to change
as a result of the workshop experience. The desired change
was in a positive direction. To test this expectation,
paired t-tests were run on the pre- and post-ratings for all
the areas and agencies. The results of these tests are re-
ported in Table A.
For these analyses, only persons who had filled out
both pre- and post-tests were used (N = 55). The number for
each area varies because some people did not rate every area
both pre and post.
As can be seen in Table A (graphically presented in
F igurexvi I ) for 12 out of 24 areas ratings changed signifi-
cantly in a positive end of the continuum. The greatest
change was in ratings of Southwest Residential Area ( t_ =
6.72, jD ('.Ol), followed closely by the Resource Network
(jt = 6.36, jd<. 01), which also had the most favorable rating
of all rates (X = 9.23 on post-test). Among residential
areas. Orchard Hill (12.38) and Southwest (13.43) had the
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TABLE A
PAIRED t - TESTS FOR
AREA/AGENCY PERCEPTIONS
PRE and POST
Area/Agency N X Pre X Post t-value Prob
Resource Network 31 13.29 9.23 6.36 <.01
Central 29 17.45 15.28 2.58 <.01
Northeast 22 20.73 17.05 3.78 <.01
Orchard Hill 34 15.03 12.38 4.27 <.01
Southwest 40 18.05 13.43 6.72 <.01
Sylvan 32 22.72 21.50 1.24 ns
CDHR 23 17.57 17.87 -0.30 ns
EWC 30 12.60 10.43 4.02 <.01
Student Dev. Ctr. 29 16.10 13.72 2.85 <.01
Mental Health 39 17.85 14.41 4.35 <.01
CAS IAC 42 ' 19.71 19.57 0.17 ns
Health Ed. 38 17.89 12.68 1.47 ns
SHL 20 17.95 19.00 -0.84 ns
CCEBS 32 15.19 11.97 4.38 <.01
RocirKTo-Move 39 11.92 9.59 3.37 <.01
UCF 24 19.08 15.46 4.41 <.01
Peer Sex Ed. 36 12.81 11.89 1.14 ns
Undergrad adv. 32 23.88 23.41 0.34 ns
MH & HS 16 17.63 14.94 2.08 <.05
Student Affrs. 36 20.83 20.78 0.08 ns
Admin. Serv. 32 21.63 21.69 -0.08 ns
Academic affairs 24 18.21 19.04 -0.89 ns
Faculty 40 18.60 18.98 -0.47 ns
Health Services 3 11.00 11.33 -0.50 ns
TOTAL 1*7.24 15.65" 4.46 <.01
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most favorable final ratings, while Sylvan (21.50) and
Northeast (17.05) were rated least favorably.
Among agencies, the Resource Network (9.23) and Every-
woman’s Center (10.43) had the best ratings, with Peer Sex
Education (11.89), CCEBS (11.97), and Health Education (12.68)
close behind. The least favorable agency ratings were for
Undergraduate Advising (23.41) and Administrative Services
(21.69). (NOTE: While Health Services had a rating of 11.33,
only three people rated it both pre and post due to a clerical
error on the WEQ form, so its rating is much less valid than
the others )
.
The average ratings (pre and post) across all area/
agency ratings is also presented in Table A. A paired t-test
between these two means (X pre = 17.24, X post = 15.65)
showed a significant change in the positive direction
(t_ = 4.46, jd < . 01) .
Results showed that the average perception of all areas/
agencies improved significantly, half of the individual
ratings improved significantly, and no area/agency had a
significant decrease in rating. In summary, the 24 areas
and agencies saw each other in a more positive light at the
end of the workshop.
Second Questionnaire—This questionnaire had fifty-nine
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items. A select few only will be presented here. For an
analysis of each item see Appendix B. The following six
items are examples of some of the significant pre-post test
changes.
1. Students are more interested in academic success than
personal development
.( item 52)
2. Widely scattered residences contribute to the students'
feelings of lonliness. (item 55)
3. There is no "well thought out support system" in
Student affairs, (item 43)
4. The differentiation between Academic Affairs, Student
Affairs, and Business Management contribute to fragmentation
within the university, (item 32)
5. There is a strong motivation to work toward institu-
tional change, (item 8)
6. There are not a sufficient number of minorities and
women in university offices, (items 28, 29)
Third Questionnaire— It is difficult to capture the
results of this laboratory experience through statistical
data. The following self-reports mirror the general tone of
this collaborative forum.
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A Student
feel like more of a person at the University.
I feel more people know me and I have somethingto ofxer. I am better able to help my fellow
students find help from other people and not justseemingly people-less agencies. I feel more sup-ported at the University by the workshop people
and I feel more able and willing to ask for and'
offer help. I understand my self more as a leader
and see that I have been doing self-destructive
and group-destructive things to groups I lead. I
need to concentrate on letting other people learnfor and help themselves with my support instead of
me trying to do it for them. I am beginning tofeel that the University is made up of real and
good people with common problems. I feel more
capable of reaching those people now. I feel more
understanding of myself and better about the Uni-
versity. In trying to understand why the University
exists (in my task force) I am: Clarifying in my
mind what my educational philosophy is and X want
bo sit down and think out what am doing here.
I want to be here but I should set my own values —
goals — program. I understand the frustration
and the need for change. I am committed to more
patient change, but it's hard, painful, and
frustrating .
"
A Head of Residence
"Before the workshop I was very disillusioned
about where the University (and more specifically
Student Affairs) was headed. I saw it as a
hierarchical group of indivi duals with no clearly
defined direction. I felt that Student Affairs
had lost sight of its most important concern, that
being the student
.
I feel the workshop has been a
very good process in which to take a good long
look at what we are doing and where we want to go.
I discovered agencies I never knew existed; and I
met many new people who helped to restore my faith.
I saw that we do have similar values, that we do
have similar goals, and that if we work together
we can realize these goals. I see coming out of
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this workshop many ongoing task forces that
will continue the work that the workshop in-itiated. I am very much encouraged and I hopethat the Resource Network will continue to support collaboration."
An Agency Staff Member
I feel more conscious of how systems work andhow they can determine the experience levels of
people in them. Those models for change (Kaiser's
and CMH) have stayed with me. I have a greatly
increased hope in people's desire to cooperate
and share in order to make all of our jobs and
lives better, more productive, and realistically
useful. I saw people like Dr. Gage and agencies
like Mental Health become excited and interested
in what we were doing and got a feeling from them
that they wanted to participate in collaborations
and innovations that can make Student Affairs
really meet student needs. As a result of the
workshop, I want to devote energy into implementing
the Community Mental Health Model on this campus
come closer together in work, sharing, philosophy,
and to keep all of them alive through mutual sup-
port (relational/financial). I have also enjoyed
meeting many good, interesting, and concerned
people from all levels of the University. They
(we) are the true resources, the true spirit,
that makes this whole thing worthwhile. Through
our work, concern, sharing, and caring the dreams
that started and carried us to this point can come
true if we keep this gestalt, this force together."
Head of Residence
"I feel that there have been many, many people
'out there' who are willing to help me and those
I work with in a myriad of ways: that these
people are warm, open, concerned, and vibrant;
that we have everything to gain by collaboration
and everything to lose if we avoid collaboration;
that all of us are open to change and can help
others; that all of us must change and help each
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other if this is to be a 'university* and we
are to be about 'education'. We have yet todiscover if the 'higher echelons' are willingto be about the same thing. But I have dis-
covered a willingness within myself and othersto show 'them' that it is worth it, that it is
necessary, that we are one — students, faculty,
and must break down roles and labels
and hang-ups about them. My eyes have been re-
opened and my spirit and energy revitalized.
Thank you — all of you."
Period Following the Workshop
After this laboratory forum, the fatigued Network sud-
denly entered a period of lull. Because there was no united
'back up' support by a tired Network, the three task forces
atrophied within two months after the workshop. This interim
of inactivity and rest suggests that maximum collaboration
comes in periodic spurts.. When feelings are high and
satisfying, energy to forge ahead is also high. However,
after a period of intense activity, the drive to capitalize
on efforts at system-wide change becomes increasingly weaker.
Conclusions on the Workshop
Although the laboratory was tremendously satisfying
emotionally, it accomplished little in the way of institu-
tional change. This is evidenced by the fact that Student
Affairs continued unchanged in its traditional pattern after
the workshop. However, the workshop accomplished a great
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deal for Network members. As a result of the workshop,
they realized that:
1* they could share their resources collaborative ly
2. they were a potential force for change
Through putting on the workshop, they created a strong per-
sonal support system in the Network.
For two weeks the Network had stirred a slumbering
university system. But in the end, the impact was felt
more at the personal than the institutional level.
2. Counselor Issue
Peer Counselors
The human service programs could not possibly afford
the number of full time, professional counselors that they
sorely needed to meet the needs of a vast student population.
To help rectify this imbalance the concept of para-profess-
ional counselors emerged. Over four hundred students from
all the residential areas were elected by their peers to
help carry out the human service programming in their re-
spective areas. This select group was then trained by pro-
i
fessionals in counseling and referral work. To compensate
them for their service they were given a waiver of tuition.
Peer counselor programs, however, were not established as a
permanent feature. Their continued existence was to be
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reviewed by the Board of Trustees based on an evaluation by
the vice chancellor and his staff. The peer counselor pro-
grams added up to over $ 250
,
000
.
Waiver in Jeopardy
A rumor passed its way through the grapevine into one
of the Network's meetings - "the counselor tuition waiver
is going to be cancelled." This rumor spelled the demise of
many training programs. The Network members reacted in
anger. Those who relied heavily on these para-professionals
challenged the Network's rhetoric in support of human ser-
vices. "Do something and do it now" is a euphemistic trans-
lation of their demand for action. Soon the finger of
suspicion for this unconfirmed decision was pointed in the
direction of upper administration. Some administrators were
attacked in absentia and held up as the "enemy". The
counselor issue fed into a host of other grievances that
previously were held in abeyance at Network meetings.
Toward the end of the meeting the emotional outburst
began to subside. A more rational attempt to deal with the
issue came from some respected members. Rather than jump
to hasty conclusions, a second meeting was proposed in which
more information could be shared on the topic and where con-
structive action strategies could be planned.
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The subsequent meeting was much more controlled. The
rumor was squashed. The decision had not been made but was
imminent. The group felt that they ought to confront the
vice chancellor over this issue and receive a clear statement
on the prospects of continued tuition waivers. At the same
time the Network was engaged in collecting data on counselor
programs and early replies appeared to support the importance
of peer counselors.
The vice chancellor was contacted and his first impressions
seemed to be of disapproval with this new, political role of
the Network. To paraphrase his statement, he felt that "the
counselor issue was not a legitimate activity for the Network.
In fact, it was a misuse of Network energy since the future
of dormitory counselors was not within the periphery of the
Network's decision-making power." He did, however, accept
the Network's request for an open hearing on the subject.
Great activity preceded the open meeting. Conscious
that a deluge of questions might only prove dysfunctional,
a list of relevant questions was compiled. The questions,
however, moved beyond the immediate issue. They ranged in
scope from details on the tuition waivers to broader questions
of new directions within Student Affairs. The counselor
issue in truth represented one of many frustrations and con-
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cerns with the way decisions were made within the univer-
sity. The vice chancellor was well aware that he might be
putting "himself on the firing line.
At the outset of the meeting, the moderator tried to
dispel any possible open hostility. "Despite appearances,"
she admonished, "this meeting is not meant to be an inquisi-
tion, but the beginning of a mutual exploration." The vice
chancellor answered the written questions asking occasionally
if there was a need for clarification. Questions from the
floor were direct, candid and non-accusatory
. They progressed
from the central concern over the counselors to other con-
csrns in the larger institutional scene. The meeting ended
on a positive note slightly tainted by one member's remark,
"We'll love you if you love us." He was referring to the
unhealthy rift between administration and professional staff.
It is impossible to say whether this advocacy role had
any impact on the decision to withold any final review of
the tuition waivers for another year. The Network, however,
had demonstrated a growing support among its membership and
an ability to hold disparate groups to a common strategy
which they were again to use. The struggle that pervailed
over this issue had brought a hitherto uncommon bond among
the growing membership. It also brought out what was to be
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a repeated occurrence-a single issue can spark off previously
suppressed feelings of frustration that have gathered over
the years. From a specific issue there grows a consuming
question of power and authority. Unless there is a conscious
attempt to isolate the issue and follow it through to the end
it can get lost among a number of other grievances. The
author feels that the counselor issue met its fate this way.
The following year tuition waivers for counselors were can-
celled.
3. Counselor Training
The Long Range Information Task Force began as an eight
member group interested in examining and sharing the coun-
selor programs in the human service agencies and residential
areas. These programs had been developed in an independent,
fragmented, and non-collaborative fashion. There was a
growing redundancy and competition for scarce resources
among them. In fact, one program was not quite sure what
the other was doing. The first objective of the task force
was to gather and share uniform data on these programs with
the long range view to bringing about a more effective in-
tegration of services for students.
The task force designed a survey questionnaire. Data
was gathered from eleven programs on the following topics:
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goals, roles, counselor selection, rewards, training,
evaluation, and composition. Separate questionnaires were
given to the counselors and program directors in each pro-
gram. Of the 500 questionnaires distributed, 232 counselors
and 26 program directors responded with scorable answers.
This response was indeed a vote of approval for the Network,
since the people involved in these programs had become
indignant at the numerous evaluations that were imposed
upon them. The Network's public relations job on the col-
laborative concept was now to pay off a dividend.
Some of the more salient findings of the study6 were:
!• The two major goals of all the programs were
counseling and community building. Adminis-
tration was least emphasized.
2. Major emphasis was placed on counseling and
referral work.
3. The most important selection criteria were:
attitudes about race and sex, abilities,
personal characteristics, and commitment.
4. The inherent rewards for counselors were in-
creased education and personal growth.
The survey data was then interpreted, written and shared
among the program directors. This was drawn out over a
series of meetings. It represented the first comprehensive
information exchange among the various programs. The partici-
pants were surprised at the commonality of concerns and
programmatic possibilities of a collaborative design and
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potential for a more extensive program. There were, however,
many obstacles. Each residential area haa placed a different
emphasis on the particular skills that they wished their
counselors to receive. There was divided opinion as to what
should be done at the local area level as distinct from what
should be accomplished at the collaborative. But, looming
over all, was the impending withdrawal of tuition waivers
and the cuts in program budgets which would put an end to
eighteen months of diligent and patient struggling. Cognizant
of this possibility, and even though they would not receive
waivers of tuition, the group voted to continue its plans to
implement a system-wide training program for 400 student
counselors
.
This program was designed, and implemented in April 1975.
267 out of 400 potential peer group counselors attended.
95% of the students who attended agreed or strongly agreed
that this program should continue. Evaluations of this
program were extremely positive.
The success of this task force is due to the fact that
the participants were formally engaged in the pursuit of
counselor training. They realized that collaborative efforts
would have a dividend in their respective areas. They also
had strong direction. This came primarily from the chair-
man of the group who, in conjunction with others, planned
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training program for peer group counseling.
The collaborative training group now concentrated on
a needs assessment from student residents. Data from
previous surveys were reviewed. The Student Affairs re-
search and evaluation office was contacted about a possible
campus-wide, student needs assessment. A new survey was
drawn up through, once again, collaborative efforts. The
office of residential life, which co-ordinates the counselor
,
was also included in the activities. Its
immediate and formal goal was to set up guidelines for these
programs
.
Three workshops were finally arranged to examine in
greater detail the training programs in the residential halls.
The first workshop examined the history and goals of each
area. The next workshop focused on ways of sharing resources
in the individual training programs. In the third workshop,
the selection, Jrewards, and evaluation of each program were
discussed. These meetings were long, repetitive, and called
for utmost patience. The proliferation of data was enough
to cause mental fatigue. And yet the participants returned
again and again.
The counselor training program task force organized a
two day pilot training program for incoming counselors. The
success of this pilot program assured the group of the
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ahead. In fact, the total group showed expertise in diagnosis,
design, and training, and were conscious that collaboration
was a slow and carefully planned process. This problem
solving forum of the Network will leave its mark in the
human service programs in the residence halls.
4--_ Reorganization Within Student Affairs
The university was divided into Academic Affairs,
Student Affairs, and Financial (business) Affairs. For
various reasons, the vice chancellor for Financial Affairs
had resigned, and the chancellor announced a merger between
Student Affairs and Financial Affairs. In response, the
Network decided to hold an open perception sharing meeting
to find out what people thought about the impending reor-
ganization.
Fifty-five people attended, representing students,
business groups, heads of residence, residential area
directors, agency staff, and administrators. In spite of
the fact that they were present, identified, and personally
asked to form their own sub-group, the administrators re-
fused to do so.
In groups, the participants were presented with a three-
fold task. 1) For your group, what are the three most im-
portant elements to be considered in the reorganization of
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the Residence Hall System. 2) Give three suggestions for
the implementation of these elements. 3) List what you
believe the other groups will perceive as the three most
important elements. The information gathered was to be used
by the Student Affairs' reorganization committee in its
deliberations. The matrix on the following page (see Figure
XVIII) summarizes what each group wanted to be included in
the reorganization plan. When the time came to discuss the
data gathered, the administrators were no longer present.
the discussion, the emotional tone of the group
began to rise, and as per usual the major issues of account-
ability and decision-making came to the fore. Great con-
fusion resulted over identifying those people to whom staff
were accountable and to whom they could voice their opinions
and recommendations concerning the reorganization. The
flight of the administrators intensified this confusion.
As a result of this meeting, the vice chancellor for
Student Affairs presented the first draft of the reorganiza-
tion proposal at a meeting of the Network steering committee.
He asked for reactions and suggestions from the Network
membership. The membership found the proposal too vague;
it could be easily interpreted to suit everyone's needs;
it did not spell out any clear, positive mission for Student
Affairs. The reaction, along with suggestions for
THREE
ELEMENTS
LISTED
AS
MOST
IMPORTANT
BY
EACH
GROUP
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modifications, was conveyed to the vice chancellor in a
memo. There was little response from the vice chancellor.
The rising tension culminated in a Network meeting
attended by fifty people. All segments of Student Affairs
were represented. The vice chancellor 's special committee
on reorganization introduced its discussion draft. it began:
For some eight weeks this committee has been examining
possibilities of a merger of the business and student
personnel aspects of the residential halls under one
operation, while at the same time considering other
changes being introduced by the chancellor. At this
writing, final decisions on reorganization at the
chancellor's level are not yet available.
The draft did stress one important apology; "There is no
ideal solution that will be satisfactory to all." The meeting
only proved this point. Different views, concerns, sug-
gestions and fears circulated the room.
As the meeting slowly edged to an uneasy halt, one had
the feeling that not all had been said. Small groups began
to form around the room, creating a release of mixed feelings
that had been suppressed by many in the large assembly.
Some members felt good about the public forum. Others
wondered if this dubious participation was nothing more than
a form of co-optation.
As a result of this meeting, the final reorganization
plan showed some small but significant amendments as sug-
gested by Network members. Although they had only a marginal
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effect on the final reorganization plan, the Network felt
it provided the only open and participative forum to deal
with the emotional responses that went with structural change.
5. "Making a Life, Making a Living";
Laboratory Training Program, Jan. 1975
Choosing A Workshop Theme
January 1975 was chosen for another laboratory training
program. This time the Network wanted the workshop planning
to include more faculty and students. With this intent the
Network brought together faculty, staff and administrators
from both Academic and Student Affairs in a series of meetings.
However, arriving at a theme to which everyone could relate
was an uphill struggle. The discussions at these meetings
were repetitive, vague and seemed to be going nowhere. There
was an obvious division between faculty rhetoric and pro-
fessional staff efforts to move the group into some action.
Eventually, two task forces were formed. One group began to
focus on the concept of "career development" while the other
decided to explore the "conditions of learning" at the uni-
versity.
During this period there was a growing concern over the
unemployment scene. This national concern was deeply felt
by those students who were about to face an insecure world
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of work. A student needs assessment, sponsored by the Net-
work, also confirmed this fear. The uppermost need of
students entering their graduating year was for career
development.
While all of these events seemed to point toward a
topical theme for the January workshop, there was also a
growing anxiety over the impending budget cuts called for
by the Boston legislature. Some Network members felt that
the January focus ought to deal with the university's
decision-making structure as it related to possible job and
program cuts.
For almost six weeks it was "touch and go" over the two
i^l topics for the workshop: decision-making or
career development. The latter finally took precedent. The
career development task force had come up with an exciting
proposal. It was concrete and plausible. This group had
been in close contact with the Student Development Center
whose formal university responsibility was to provide career
counseling and job placement for the student body. This
center had further contacted a number of university deans
and obtained a commitment from them to release some faculty
to set up career development teams in their respective
departments. Things were beginning to fall into place for
tl\is task force. The whole area of decision-making, on the
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other hand, was vague, tenuous and threatening to many people.
Career development, therefore, loomed forward as the more
manageable and more constructive theme for the workshop program
Workshop Design
A design group of faculty, staff, and students was
established. The title they chose for the workshop was,
"Making a Life, Making a Living: Career Development, An
Obligation for the Changing University?" The week-long pro-
gram was to contain outside and local speakers, discussion
groups, films, panels, and skill training exercises, led by
experienced facilitators. The design group came up with a
list of topic questions that would be raised at the workshop.
A sample of these questions appear below.
1. What should be the responsibility of departments
toward career advising?
2. Must educators choose between preparing students for
"a good life" and preparing them for a career?
3. How can students, in their concern about careers,
help make the university as effective an institution as
possible?
4. Has the university been overbought or oversold as a
life-long income producer?
5. How is career development affected by the university’s
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responsibility to affirmative action and equal opportunity?
6. To what extent does the university encourage faculty
and staff to be responsive to student needs?
7. What sense of control do students, staff, and faculty
have over their work, education, and future development?
8. What responsibility does the university have for
creating new careers for new social conditions?
9. Can the university community set an example for other
institutions in its response to social change?
The week long program, introduced by the chancellor,
began with an opening address on the topic of "jobs and the
liberal arts tradition". On the second day, a panel of
faculty, staff and students debated the role of the univer-
sity in career education. It actually turned into a heated
argument between the hard science faculty and their liberal
arts counterpart. The last two days were spent teaching
the participants life planning and career development skills
with practical hints on resume writing and job search. Ten
career development teams were formed to provide a similar
service to students throughout the university. Since then,
two career development sessions have taken place every week
in the university and a large number of students have
attended these experiences.
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Workshop Evaluation
The quantifiable data on the evaluations show a mixed
reaction to the workshop, and a wide range of perceptions
as to the effect of the workshop. Most felt, however, that
the lectures and panel discussions were too abstract and
even boring. The skill training exercises were found to be
most helpful since they were immediately relevant to many
of the student participants. The written reports which
follow provide some sense of the students' reaction to the
workshop
.
I was really disappointed with the speeches.
They were long, boring, and were coming from
people that I didn't feel I could relate to.
There was really no fresh or vital informa-
tion being passed on. The speakers talked
about old-fashioned academic excellence, in-
dicating that we need to expand outgrowth -
to me, this sounds like a bunch of adminis-
trators on the campaign trail.
I feel Monday and Tuesday were more a waste
of time and really "turned me off" due to its
vagueness and non-direct approach.
I feel that there is no way to completely solve
the problem of how the university can effectively
help the individual to find a position using the
skills he has acquired at UMass.
It was very stimulating and informative to sit
AMONG a group of students and identify what we
felt to be the gaps in our education at UMass.
It gave me a clear picture of why so many
students are panic-stricken approaching gradua-
tion with a feeling of hopeless defeat and
wondering what the four years behind them were
all about. I couldn't help but think, "If only
145
the faculty, staff and administrators couldbe listening to this conversation. And
we're probably the more motivated faction
tbe university if we're going to give up
part of our vacation to attend a workshop
such as this!"
The session on resume writing and job hunting
was excellent, informative, enlightening, etc.
It should be developed into an ongoing seminar
and made available to all students.
The presentations on job hunting and resume
writing were both informative and enjoyable.
1 felt I absorbed a number of resume tech-
niques and interview approaches for present
and future employment.
I didn't walk away from the conference with
the single key that was going to solve the
puzzle of my life, but I did gain many skills
that will help me to continue the self explora-
tion of my needs and my goals and hopefully
the integration of my life and my living.
It seems critical to me that the "making a life"
aspect of the workshop should be held to with
much conviction. Either that, or getting jobs
will be the battle cry and the panacea to all
our problems, and the issue of making whole,
satisfying, and productive lives will be buried
deeper than ever.
6. Support Systems
Introduction
In the Fall of 1974, the emergence of budget cuts and
job freezes caused the Network to become aware of the greater
need for support systems within Student Affairs. In re-
sponse, the Network presented a seminar on the nature of
"Support Networks". The result of this seminar was that
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members realized that their personal support did not come
from their formal work setting, but rather from their in-
formal affiliation with the Network.
The Network accepted the role of trying to create per-
sonal support for its members in their work settings. To
do this, they realized they would have to include the
Student Affairs administrators. As one member succintly
phrased it, "We cannot continually draw our support from
the Network. That's a 'cop out'
. We need to share how we
feel with our superiors without being seen as a cry-baby.
They're the ones who really ought to know. They can do
something about it if they wanted."
After a series of meetings it was finally decided that
some Network representatives share these perceptions with
the Operations Council which consists of the directors of
the major divisions within Student Affairs, the vice
chancellor and his immediate staff. A list of issues were
then presented to the Council at the first meeting. Some
of the issues included: i) the threat of speaking out can-
didly to superiors and the feeling of being in a 'parent-
child relationship when reactions were shared. ii) the lack
of rewards (other than financial), such as positive feedback,
and supportive behavior. iii) the lack of collaborative long
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range planning. iv) the lack of mutual evaluations and
accountability between superiors and their staff. v ) the
lack of opportunity for staff development.
Reactions to Requests
It was after this meeting that comments from the
Operations Council reached Network ears. Some division
heads had shown resistance. They felt that to share their
feelings of the present situation would only add to the
apathy ana increase the already confused picture of what
happens to jobs and programs when the legislature enforces
budget cuts. One person felt that the situation demanded
increased accountability and a 'crack down' on discipline.
Another used the cliche, "tell them not to panic". But
while resistance was present, it was challenged by positive
responses from other division heads. They acknowledged and
felt one with the Network members that the above issues
needed to be aired in an open forum. Such a meeting was
arranged
.
Results
At the opening of this meeting, one of the members of
the Operations Council flatly stated that the Council was
a fragmented group and did not have any great say in the
major decisions that affected jobs and programmatic security
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within Student Affairs. Following this statement, each of
the three major divisions represented at this meeting com-
pleted a 'force field analysis' of the barriers and resources
operant in each division regarding the nature of support.
As a result of this meeting two task forces were formed.
One was to look at ways to organize support mechanisms with-
in and between Student Affairs divisions. The other was to
examine the decision making structure with the university.
The hope was that through this examination, the Network
could obtain ways of influencing decisions within the uni-
versity, since the Operations Council stated that it had
virtually no input. .
The first task force produced in conjunction with the
professional groups a staff development proposal which has
been subsequently approved and funded. The second task force,
overwhelmed by the confusion and complexity of the univer-
sity's decision-making structure, terminated its frustrating
search.
7. Human Services in Residential
Areas Survival or Demise
Crisis Situation
When a 1974 court ruling made occupancy in residential
halls voluntary, the university predicted a drop in dormitory
occupancy. A budgetary crisis of millions was further
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prediotea. If UMass were to follow the ruling it would mean
that the residential halls would have to compete with living
accommodations elsewhere. The university proposed a uni-
versal resource fee. Furthermore, a substantial resource
fee was proposed if human service programs were to continue
in the residential areas. Many felt that the existing pro-
grams should be dropped so that the fee could drop to a
more acceptable figure. The crisis grew even more intense
with the announcement of legislative budget cuts throughout
the university. In addition, the counselor tuition waiver
was again ready for review by the Board of Trustees. In tie
light of these other/ more dramatic developments, the de-
cision on the counselor waiver appeared less formidable than
it had the previous year.
This combination of events placed human service programs
in grave jeopardy. There was the likelihood of losing
counselors. Residence halls, in the view of many area
staff, would most likely become hotels with staff assuming
a managerial function only. The agency staff would lose
their residence-based programs which they had built up over
the years. There was the probability of job and program
cuts within Student Affairs. This sub-system, as was the
case in other universities facing similar financial problems.,
would be the first to be trimmed. There were countless other
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foreboding speculations. A sudden deadline was announced
for university budget and program decisions to go before
the legislature and the Board of Trustees for their review.
Advocacy Strategies
The Network geared itself for political action. They
held an "open hearings" meeting on the value of human
services and educational programming in the residential
areas. Approximately three hundred people attended. Repre
sentatives arrived from the chancellor's office, the budget
and personnel offices, and other administrative areas
through which the imminent decisions would pass for review
and input. At this five hour meeting which lasted until
midnight, almost sixty individuals from all parts of the
campus and from every organizational level, gave testimony
the importance and the necessity of human service pro-
grams. A transcript of the testimony was sent to key
administrators
.
As a result of this meeting, the Network sent a state-
ment to the chancellor on the necessity of human services
programs. An excerpt follows:
The existence of human services and educational
programming in residence halls is as integral a
part of the university as its academic depart-
ments. To eliminate or drastically reduce such
programming solely on the basis of fiscal
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constraints and without appropriate consulta-tion would be a seriously dangerous decision,the ramifications of which would be felt inall spheres of university life Among the
suggestions made at our most recent meeting
were that you might attend one of our regularly
scheauled sessions, that a small group of
representatives meet with you in your office,
and/or that you would forward a written state-
ment to the Network membership.
At the same time the Network members attended administrative
meetings that were dealing with some part of the larger
problem. Still others contacted the chancellor through
formal channels and sent memos to him. Information sped at
a dizzying pace. Everyone appeared to be swept up in a
strong advocacy stand for the continuance of human service
programs
.
Results
The immediate results after these activities were:
i) the deadlines for university decisions were postponed.
ii) the voluntary occupancy of dormitories was cancelled
along with the universal resource fee. iii) the chancellor
met with professional groups to discuss the issues.
Another result was that the vice chancellor for Student
Affairs asked some key Network members to act as a task
force, to study the future direction that Student Affairs
should take. The following is an excerpt from his invita-
152
tion to select Network members to become part of this task
force
:
The decision to invite groups of staff to forman ad hoc Human Service Task Force is a direct
outcome of the dedication and effectiveness ofthe Resource Network. This voluntary gathering
of concerned staff, students and faculty hasbeen a graphic demonstration to all of us ofthe potential which lies in determined, con-tinuing and patient collaboration.
While the vice chancellor reacted positively to the
Network, the chancellor did not. There was no direct re-
sponse from the chancellor to the statement that the Net-
work had sent to him. Instead an indirect reply filtered
through the grapevine - the chancellor was upset about the
'lobbying' role the Resource Network had taken. The
chancellor was reported to have asked one Network member if
the Network's budget was not up yet.
The Network's immediate reaction was to maintain a "low
profile". On the other hand the students, many of whom had
attended the open hearings organized by the Network, con-
tinued to lobby for human services and other university
issues by holding a 'moratorium' during two days of classes.
Some students who were engaged in this moratorium came to a
Network meeting and asked for moral support. The Network
declined any formal role fearing possible reprisals. Many
felt indirectly intimidated due to the insecurity of their
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university positions and besides, there was a mandate from
the administration not to be involved in moratorium issues.
At a subsequent meeting, however, attended by the vice
chancellor for Student Affairs, the Network members agreed
to continue to influence policies concerning human services
by going through formal channels, and if need be, by taking
another advocacy stand.
Epilogue
The Network now faces a third year. it needs funding
to remain alive. in such times of financial crisis, adequate
funds to support such programs as have taken place in the
past appear not to be possible. The voluntary support and
willingness of a large number of staff may allow the Network
to operate with limited finances. It is admitted by the
membership that the Network must seek a stronger foothold
in the administration. The Network must show that it is not
just a lobby force, but a group of people who can work to-
gether in other collaborative ways to make the university a
better place for those who live and work in it.
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Introducin' on
CHAPTER iv.
THE DYNAMICS OF COLLABORATION
Having established a particular model of collabora-
tion and described the actual case from which the model was
extracted, our approach now is to reveal some of the
ayanamics that occurred within that process. This chapter
will be organized in four parts.
Part 1. Goal Structure: A Framework—Ona 1 structure
basically refers to the pattern of group interaction around
one or more goals. It can be thought of as a continuum.
Low goal structure is seen as maintaining the status quo .
High goal structure refers to a movement beyond the status
c[uo and toward change. The concept of goal structure was
chosen to control the many forces that came to bear on the
collaborative process.
Part 2. The Influence of Conflict on Goal Structure—
External conflict causes a group to shift from low to high
goal structure. Internal group conflict has a less pre-
dictable effect. All groups go through this rhythmical cycle
from low to high and the reverse.
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Some Hypothese s: Leadership and Size—The
shifts in goal structure both effect and are effected by
the number and clarity of goals, the leadership patterns,
and the group size. These effects will be stated in the
form of hypotheses. Each hypothesis will be examined in
relation to the Network's activities and relevant research
findings will be noted.
Part 4 Goal Structure in the Expressive and
Instrumental Forums— In a high goal structure the Resource
Network was action-oriented (instrumental forums)
. It was
more focused on maintenance issues (expressive forums) in a
low goal structure. There were positive and negative conse-
quences to both high. and low structures. This section
translates the collaborative model into goal structure
terminology
.
Part 1, Goal Structure: A Framework
Goal Structure
Structure is a fundamental but elusive term. It can
be operationally defined in many ways. In classical theory,
.structure implies system and pattern". In more contem-
porary thought it is seen as a "stable system of coordinative
2
relationships". Hunt, Miller and Rice see fluidity in
structure. "People and their properties populate organiza-
3tinal structure. Their activities define them". The
definition of structure as used here will basically be under-
stood as "the whole pattern of interpersonal relationships
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in the group ". 4 it refers to decision-making, control
and leadership within the group.
Structure cannot be separated from goals. It is
around a goal or number of goals that relationships are
built. "Goals can be immediate, short range or long range;
they can vary in their clarity and in the value which the
group places upon them; they can emerge from the group or
be imposed on it; they can be realistic in relation to
the resources of the group or completely unrealistic ." 5
Goal structure, then is the whole pattern of relationships
around a group goal(s). Goal structure is a dynamic con-
cept. It has the property of fluctuating from one extreme
to another. It is dynamic because it consists of people.
As Barnard so succinctly phrases it, "the willingness of
any individual cannot be constant in degree. It is neces-
sarily intermittent and fluctuating".^ Barnard was refer-
ring to the willingness to cooperate. In the case of
voluntary collaboration, the willingness to participate
with others in the attainment of some goal is even more
fluctuating. To crystalize this fluctuation we will place
goal structure on a continuum and add the discrete dimen-
sions of "high" and "low". These dimensions are indeed
simplistic but are helpful in recognizing the polarities
of goal structure. In fact, there are varying levels of
high goal structure as there are low goal structure.
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High Goal Structure
In this situation groups have rather specific goals
which are of importance in the consensus of group opinion.
The group structure is seen as the vehicle for carrying out
those tasks or operations which will lead to these goals.
This group situation is characterized by 'drive' to attain
a new level of service or to strive for something which the
group has not presently attained. It is net characterized
by maintenance of the status quo. Group goals are super-
ordinate to any individual goals
,
the attainment of the
former being a prerequisite for the latter. The highest
level of participation is one of commitment, though
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involvement can be less intense. To maintain this high
goal structure, dependable patterns of behavior win be
required. "In some situations there may be a specific
threat to the status quo which is introduced from a source
external to the group. In this case that 'new situation'
would be the status quo even after the threat has been
removed." 7 it can easily be seen that this level of goal
structure is interpreted from the standpoint of an ideal
group participative structure.
Low Goal Structure
In the low goal structure situation, the group "will
have fewer or much less important shared achievement goals.
The maintenance of the status quo and the routine functions
that generate it will more than likely be the group objec-
8tives . " There will be more diversity of individual goals.
Personal or social relationships will characterize the
9^oup climate. High task behavior will be seen as an in-
trustion and might well be ostracized. The patterns of
behavior in this group will be less dependable because the
emphasis will fall on the goals of the individual rather
than on the group objectives. The group goal will usually
be broad and vague enough to incorporate diversity of
interests. Members will be attracted to the group struc-
ture as a means of obtaining their own personal goals
through group support. Their motivation might also be one
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of affiliation or personal reward.
Examples
Some examples might further clarify the different
levels of goal structure. A political office will carry
out, in the normal pursuit of its duties, a variety of
functions. The staff will perform routine maintenance
functions, listening and replying to complaints, taking
care of the paper work, providing periodical reports on
policy and so on. This is an example of low goal struc-
ture. However, when election year returns and the poli-
tical incumbent has decided to run again for office the
activities of his staff will increase greatly. The total
focus on the visibility of the official in the eyes of
the public may subsume the routine maintenance functions.
individual goals of the staff are dependent upon the
re-election of the incumbent and a high goal structure
emerges. When this immediate goal has been obtained,
i.e., the re-election of the incumbent, then the offi-
cial activities may reach an "all-time-low" goal structure
for a period before reattainment of the old status quo.
9Back's study is useful in characterizing the be-
haviors expected in high and low goal structures. The
study looks at differences in social interactions under
different orientations toward group membership. Cohesive-
ness based on the performance of a task and cohesiveness
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based on personal attraction were two situations studied.
The description of the task-oriented group
-s behavior is
characteristic of the interaction in a high goal struc-
ture. "Group members wanted to complete the activity
quickly and efficiently; they spent just the time neces-
sary for the performance of the task, and they tried to
use this time for the performance of the task only ." 10
Social interaction was kept to a minimum. In the group,
where cohesion was based on personal attraction, the ten-
dency toward "longish, pleasant conversation " 11 did little
but maintain the status quo on a low goal situation.
One important feature in these goal structure situa-
tions can be exemplified through a study on weight watchers
by Sussman. He points out the simultaneous formation of
a high and low goal structure in the same group. Those
weight watchers looking for support and sympathy (expres-
sive dimension) promoted a low goal situation while those
sincerely interested in their problem and who seriously
engaged in the activities of the club (instrumental dimen-
sion) fostered a high goal structure. Sub-groups within
the same organization, who desire different goal structures
and who are at cross purposes with each other, may cause
enough conflict to impede the total group performance.
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Part 2
. The Influence of Conflict on r,oa i str„r-H,r0
Conflict:
Conflict has been identified below as originating
from two sources
. The first arises from some form of
externally imposed threat, external, that is, to the goal
structure. In this instance, the status quo is threatened.
The second source of conflict over goals of leadership
comes from within the goal structure. In this case a new
level of equilibrium brings on internal coping difficul-
ties. Regardless of the source, the stress or tension
that emanates from the conflict is more or less the same,
although the first may be more severe in its effects. This
stress acts as an impetus to shift the group from a low
goal structure to a high goal structure or vice versa.
(See Figure XX) As identified in Sussman's study on
Calorie Collectors', stress can simultaneously split the
group into both dimensions of goal structure.
Figure XX
Influence of Conflict on Goal Structure
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In the Network group, it was observed that conflict
from an external source caused the group to choose a spe-
cific goal, plan activities to attain it, and increase
the level of involvement and cohesiveness. When conflict
was felt within the Network's goal structure there resulted
either (1) a lowering of structure to incorporate the
differing viewpoints or (2) an obvious split between the
goal structures of sub-groups, one of which wanted to
maintain a low profile while the other forged ahead almost
autonomously with a clear plan of operation. Wispe and
Lloyd found that persons who perceived little threat
preferred a more permissive group environment while those
who felt a higher threat orientation preferred a more
structured group situation. 15 Smock also discovered a
similar relationship between stress and tolerance for
ambiguity. Groups under stress showed a greater tendency
to attain structure in an ambiguous situation. 14 Cohen
acknowledges that stress caused by conflict can be reduced
by increasing structure within the group. 15 Korten states
his hypothesis that an increase in stress will usually
result in an increase in goal structuring while reduction
in stress leads to a reduction in goal structuring. 15
Rhythmical Cycle
This raising and lowering of goal structure appears
to be a natural phenomenon in the developmental life of
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any ^rouP* stated below, Simmel assumes that all
groups go through both periods of high tension and quiet
harmony, and in the majority of instances the group is to
be found somewhere in between these extremes. Simmel des-
cribed this rhythmical change in the simple terms of "rest"
(routine; low goal structure) and "motion" ( intensity,
high goal structure). Miller, believing that "groups
tend to respond to continuously increasing stress like
all living organisms," suggests a common pattern of events
in response to stress. First there comes a lag in response,
followed by an overcompensatory effort to achieve the group
goal and finally ending in what he calls "collapse" of
the system. The figure below reinterprets this pattern
in light of the rhythmical shifts in goal structuring.
Figure XXI
Rhythmical Cycle of Groups
HIGH GOAL
HIGH PERFORMANCE STRUCTURE
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Rhythmical Cycle in Networks
Speck and Attneave's exposition of Networking 19 is
perhaps one of the closest examples of this concept of
rhythmical change in the goal structuring of a group.
They identify a recurring cycle of six distinct phases
in the Network process, (Figure XXII) which are reminis
cent of the collaborative phases and rippling effect
of the Resource Network documented below.
Figure XXII
Network Cycle
1. RETRIBALIZATION (L.G.S.)
6 . EXHAUSTION
ELATION
(L.G.S.)
2. POLARIZATION
(L.G.S.)
5. BREAKTHROUGH
(H.G.S.)
3. MOBILIZATION
(H.G.S.)
4. DEPRESSION
(L.G.S.)
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.
getribalization signals the coming together of a
number of people to share information and engage in a
preliminary planning stage. This is a low goal structure
for as yet there is no clear direction and the structure
of relationships is loose and informal. As the group pro-
ceeds conflict enters in and polarizes one subgroup from
another. Confrontation ensues and the stress in the group
forces some members to initiate structure. "As the energy
developed by Polarization begins to become focused, it is
time to mobilize and channel it constructively ." 20 Clarity
of direction and the task orientation of activists within
the group move the group into a high goal structure, while
a few activists continue in their problem-solving search,
the interest of others in the group begins to drain. The
optimal level of stress and activity has been reached by
a number of members and depression sets in. There are onlv
a few activists operating almost autonomously in a high
goal structure while the others withdraw to a low profile.
This split, as in the polarization phase, tends to drag the
total group goal structure toward a group maintenance level
(expressive dimension)
. Finally, a breakthrough is made
and the group rallies around the decision that is reached,
even those members who were formerly resistant or fatigued.
This breakthrough causes a final flurry of activity (in-
strumental dimension). After further exploration of ideas.
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the breakthrough is followed by exhaustion-elaHnn akin
to the notion of "collapse" forwarded by Miller.
This account of the Networking Process portrays
the general pattern of the fluctuating structure that
circulates throughout the developmental sequence of the
collaborative process. An inability to move through each
stage of the cycle may result in conflict that promotes
stress and tension within and between group members. This
as noted
,
(Figure XX) can split the group into different
goal structures. It usually takes a superordinate goal or
threat to repair the dual structure. This new cohesion
will remain until the superordinate goal or threat has
passed, or until a new circumstance creates further inter-
nal disagreement. In the case of external conflict the
group consistently moves from a low to a high goal struc-
ture
.
Rhythmical Cycle in the Resource Network
The Resource Network has its own rhythmical cycle
of high and low structure. The graphs on the following
pages are attempts to capture the "ebb and flow" of the
collaborative process during its initial year. The number
of meetings and their attendance level as well as the num-
ber of task objectives at each meeting were estimated from
notes and reports. These dates are placed on the graphs.
The periods of high and low goal structures are clearly
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distinctive even from these sparse data. The single task
objective or central thrust added to the greater numbers
of large and small group meetings are most evident during
high goal structures. The opposite is true for low goal
situations. Attendance level fluctuates in both periods.
Inserted on these graphs are several key phrases which
reflect the events described in Chapter III. Included
also is the presence of crisis and stress opposite those
meetings in which their influence was felt.
Part 3. Some Hypotheses: Goals, Leadership, and Size
A * Clarity and Number of Goals
Having established a picture of high and low goal struc-
ture and the influence of conflict and stress, we can now look
with more detail into the effects of this fluctuating struc-
ture on the goals, control and size of the collaborative
group. The effects of each of these factors will be stated
as hypotheses and will be illustrated. The hypotheses will
be followed by a discussion and, where appropriate, they will
be supported by research findings from relevant group litera-
ture.
Hypotheses
The figure below represents the basic hypotheses to
be treated in this section. When the collaborative group
is operating in a high goal structure, the group has both
a clearer understanding of its purpose and goals and a great
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Figure XXIII
Hypotheses Based on Number and Clarity of Goals
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unanimity of support for these chosen goals. In a low goal
structure the group is unclear as to its purpose and there
is a greater diversity of interests and goals.
Definition of Goals
Before proceeding further some definitions of the
term goal' ought to be made. Goals can basically be inter-
preted two ways. They are sometimes referred to as the
general purpose, mission or endpoint toward which a number of
-ndividual and group activities are directed. In this sense
they are ideal, at best partially operational, and purposively,
vague. On the other hand, such a large mission can also be
broken down into intermediate goals; objectives which are
specific, short-term and operational. Goals in this sense
are the concrete means taken to achieve that common purpose
or mission or goal. When speaking of goal or path clarity
we must bear in mind this distinction.
Mission of the Resource Network
Barnard refers to the common purpose as "necessarily
an external, impersonal objective thing even though the
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individual interpretation of it is subjective ." 21
et al. recognize that in some organizations goals
Smith
are
purposively kept "vague, general and ambiguous so that
individuals are free to apply a variety of consistent
interpretations and maintain their individual interest ." 22
Hirschman and Lindbolm suggest that sporadic decision-making
may in the long run better serve the interests of the group
than end goals, most of which are vague and at times non-
operational
.
23
The Resource Network itself grew out of a funded
proposal which had a specific objective, i.e., to establish
a two-week training program for professional staff within
Student Affairs with the special purpose of "helping the
student m the residential areas avoid self-defeating be-
haviors." With the inclusion of new members came the ap-
proval of new ideas, interests and individual goals which
broadened the scope of the Resource Network's goals. From
a specific objective the Resource Network blossomed into a
network of goals all pointing toward renewal of the sub-system
of Student Affairs. The evolution of the Resource Network's
mission was described in Chapter III. This vagueness of
mission, however, had the effect of allowing participants
to feel that their interests were included which makes one
wonder whether it is advantageous to begin collaboration
with a certain vagueness of direction. It took almost a
173
year before this general purpose could be formalized.
Although this makes sense in the light of the develop-
mental nature of the collaborative group, not all members
subscribe to or even understand the overall purpose of
the Resource Network. Some members are conscious that the
many activities operating under the Resource Network's
sponsorship fall into its mission of "modeling and facili-
tating renewal within the university" but others identify
the Resource Network through a specific project or activity
which satisfies their individual interest.
The mission of the Resource Network is an ideal
and long-range projection of what this group of internal
change agents might accomplish if they continue in an up-
ward spiral, incorporating new members, making new inroads
in the internal decision-making structure and winning new
bases of power. Not every member is aware of this vision.
Even those who understand it have various perceptions as to
how far the Resource Network can journey toward that goal.
Although the long-term goal is important in ordering the
Resource Network's activities into a meaningful whole that
offers a coordinated direction, a more tangible approach
when referring to the Resource Network's goals would be to
focus on its specific objectives and activities.
174
Goals in a Low Goal Situation
Re search—Several studies have found that where goal
and path clarity is not established there will be a tendency
to avoid the situation or leave the group. This is particu-
larly the case in stressful situations. Raven and Rietsema,
for example
, carried out an experiment with Dutch students,
manipulating their understanding of group goals and the
path toward those goals. it was discovered that a clearer
understanding of group goals engendered greater interest in
the activities of the group, a better sense of belonging to
the group, and a stronger commitment to group goals. 24
Gerard reported that low status subjects faced with unclear
group goals became dissatisfied and tended to withdraw from
the group with a feeling of ineffectiveness. 26 "Ambiguity
is a frustrating experience," states Korten, "because it
stands as a barrier to successful action." 26
Unclear Beginning—The beginning of the collabora-
tive process was wrought with unclear goals and concomitantly
the steps to achieve them. A great deal of effort went into
establishing a structure and the inclusion of new members.
This open welcome brought a pluralism of requested goals
which only contributed to the lack of clarity as to what
exactly should or could be done. Action-oriented goals were
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not a particular priority in the beginning because there
was so much information to share, affiliation to establish
and priorities to determine. This early confusion caused
some members to withdraw their support and placed the
Resource Network in a low goal structure.
A Common Goal— In the beginning of this section
our hypothesis suggested that high goal structure was a
case of both goal clarity and unity of the group around a
specific goal. A group goal is something "more than the
sum of the individual goals of its constituent members. "27
Goal unity refers to the investment of energy and commitment
to a goal that is not just personally rewarding but advances
the cause of the group. It may even mean sacrificing in-
dividual interest for what the majority of the group con-
siders important. Large group assemblies and a diversity
of possible projects tended to diffuse the energy and weight
of the Resource Network's support behind one or two pro-
posals. Thus, the collaborative group was constantly faced
with the dilemma of either delimiting its activities or de-
limiting its membership. In other words, the low goal
situation in which the Resource Network found itself was
usually characterized by the struggle of either accomplishing
one or two goals in a more relaxed and energized procedure
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^ ^^nilD03r of obnective^ i m ^ ,q _oj s in a desperate attempt to please
everyone and retain their involvement.
Survival or Sacr i f i re—Schmidt and Lippitt call this
ailemma the crisis of "survival and sacrifice". They be-
lieve that each gain may require a corresponding loss. They
also acknowledge the perennial presence of this crisis and
exhort organizations to repeatedly decide on what they are
willing to sacrifice unless they wish to remain on a sur-
vival plateau, "where dedicated effort results only in
marginal returns.
"
28 At an early Resource Network meeting
it was discussed as to whether the two-week training pro-
gram, requested by the Washington grant proposal, would only
prostitute
' the other Resource Network concerns for network
building and long range planning for change. The crisis
somehow passed, mainly because of the postponement of the
training program's unrealistic deadlines to a more accept-
able date. This was a momentary resolution, however, seen
most clearly in the subsequent meetings where the 'survival
or sacrifice' dilemma was resurrected and reverberated
throughout the, as yet, unformulated infant structure of the
Resource Network. By not resolving in a conclusive manner
the serious implications of this basic dilemma the Resource
Network was conditioned to repeat the process until a resolve
by default came with the accomplishment of the Washington
request.
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Q^ls in a High Goal Situation
Subordinate Goa 1
—Through the sheer effort of a
focal group of people, highly committed to the process of
change, the Resource Network managed to survive periods of
goal diversity and unsure direction. This low goal situation
was broken at times with the advent of crises and stress
which temporarily subjugated the ongoing Network's efforts
to a superordinate goal; that, if these ongoirg internal
projects could not find any relationship with such new super-
ordinate goals, they were suspended until the new goal had
been attained or fizzled out. The "counselor issue', des-
cribed in Chapter III was a 'bond-creating' goal in which
the majority of the network members shared a common interest.
Perhaps it is more correct to say they shared a commonality
of experiences of which this issue was but one expression.
The crisis of reorganization was another example of a deeper
underlying issue which brought unity and clarity of direction.
The proximity of the January workshop caused increasing
stress which in turn focused the Resource Network's efforts
on its two-week commitment. These periods of conflicts
and stress had a beneficial effect on the Resource Network's
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goal structure. The stress caused decisions to be made
which were neglected or consciously avoided during low goal
situations. The presence of conflict caused some members
to champion a particular issue and win the support of the
other members toward its accomplishment.
Restatement of Hypothesis
It can be said, then, that in the absence of stress
the Resource Network tended to maintain less structured
goals or objectives which were safer, less threatening and
demanded only the minimum of involvement. The status quo
was thus maintained. In the wake of conflict the Resource
Network moved into a high goal structure, divested itself
of its cumbersome pluralism, identified and clarified its
thrust and co-energized its support base around a particular
objective. The status guo had now become unsatisfactory.
Once the goal was attained and the stress reduced, the aroup
automatically relocated itself in a low goal structure
situation though never quite the same as the cne from which
it shifted.
B . Leadership and Control
Hypotheses
The hypotheses in this section visualize a three part
movement in the goal structure continuum. (1) In a low goal
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situation the predominant type of leadership in the col-
laborative group will be oriented toward maintenance and
socio-emotional support. There will also exist a variety
of controlling mechanisms in this situation. (2) The
presence of stress will cause a more directive and task-
oriented leadership to emerge. In this initial wave of
conflict the focal steering group will be allowed to con-
trol the direction of the group. (3) Once in a high goal
structure leadership will become more diffused and the in-
tense activity will engender greater participation and
involvement in a clear and unified direction.
Figure XXIV
Hypotheses of Leadership and Control
(H.G.S.)
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Leadership and Decision-Making
Although clarity of goals and unity of purpose
demonstrated above are imperative in promoting voluntary
group action, they are, in themselves, insufficient
motivators for attaining high goal structure. Tomekovic,
for example, suggests that goal clarity may be less im-
portant than how the objectives came about and were made
known to the group. 29 m this he was referring to the
decision-making process and conjointly the leadership in-
fluence in the group. it will be helpful, therefore, to
identify the decision-making process and bases of influence
that were operating in the Resource Network.
Consensus— "Effective collaboration in a group,"
states Horowitz, "depends on the degree of member satis-
faction with the power and influence that he can exercise
in joint decision-making." 30 The collaborative group was
initially sensitive to the process of joint decision-making
but not necessarily effective. Consensus of opinion was
seen as the ideal form of collaborative participation. Con-
sensus was interpreted in the following way:
(1) Decisions would be made in public sessions open
to all members.
(2) Great effort would be taken at the larger
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meetings to gain universal agreement on a
before pursuing it.
course of action
Consensus, however, can be a frustrating experience
as indeed it was in the Resource Network with its large
membership. This initial quest for consensus usually re-
sorted to constant repetition, delayed action, polarization
and avoidance of the needed directive leadership. Group
members and in particular those responsible for coordinating
the Resource Network's activities were extremely careful not
to trespass the authority of the total group. This over-
sensitivity decelerated group development and brought in-
ternal conflict over proposed direction. It was really a
case of a relatively new group building trust in each other
and trust in their elected co-ordinators. When sufficient
trust was established the overcaution gradually dispelled.
The group became more content with majority rule and more
inclined to be led by those who exercised influence of one
sort or another. In its later development and most visibly
under stress the Resource Network eventually capitulated to
decisive leadership and expedient decision-making by one or
a few members. Kinkade states that, "the mystique sur-
rounding the idea of consensus is too strong to be tampered
with, so the actual decision-making of the group takes
182
Place in ways other than at meetings. »31 she offers a real-
istic picture of influential leadership within the commune
about which she writes and which provides a good analogy
of the leadership that existed at certain periods of the
Resource Network’s development. "Two influential members
hoeing the garden together may well guide the community's
direction as firmly as if they had been elected to office ." 32
Control In the Resource Network no one had been
elected to 'office'. There was no recognized legitimate
authority. The central staff and the steering committee
guidance and co-ordination to the group's activities
but they did not possess the formal position power to con-
trol group behavior. No one was given the power to coerce
or sanction the behavior of deviants or those who held a
ion different from the majority or central crroup.
Bierstedt recognizes this lack of legitimacy in the volun-
tary group, where leadership is exercised, "but leadership
is not authority. As in the case of competence, no one is
required to follcw a leader and no one involuntarily
satisfies a leader's desire or grants a leader's wish. The
fiat of the leader lacks legitimacy ." 33 As in the case of
voluntary organizations which permit high membership con-
34trol, the exercise of control in the Resource Network
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ltimately resided in the individual member, who did not
always exercise it.
Research—As the collaborative concept developed,
however, certain sentiments and expectations concerning
'proper' or 'acceptable' behavior became stabalized
.
35
Shenf et al. succinctly capture this range of tolerated
behavior in informal groups such as the Resource Network.
As members gravitate towards one another
in striving for common goals, the inter-
action process produces differential
effects on their behavior. In time inter—
action becomes stabalized in a pattern of
iprocitie s manifested in a group struc—
ture consisting of hierarchical statuses
and roles for individual members .. .Norms
are also standardized for other matters of
consequence or relevance to the existence,
activities and goals of the group. "36
Smith and Tannenbaum found that in volunatry organ-
izations the membership thought that they had a higher level
of control than they actually did. Because of this voluntary
involvement, the distribution of control becomes more fluid
and hence more ambiguous. 37 Influence, for the most part,
resides in more than one person. Without legitimate
authority, influence becomes a question of the amount of
effort a person is willing to exert in some area. 3 ^ At times
the 'natural' or 'charismatic' leader capitalizes on his
intuitive skills through his personal influence in the group.
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On other occasions the influence for direction may be felt
throughout the group. In fact every response from each
participant plays a part, however large or small, in the
overall direction of the group. The difference between the
leader and follower of the voluntary group is probably no
more than one of degree. 39 Leadership in the voluntary
group is a rate and type of participation; a relationship
with other members who move up and down the scale of partici-
pation as circumstances inside and outside the group change.
Bases of Influence
The bases of influence within the Resource Network
might be classified as follows;
(1) .Responsibility and Function
—
This class refers
to the tasks that the central group and to a lesser extent
the steering committee were charged with by the total group.
Although this may connote legitimate pcwer to act on the
Resource Network's behalf, this influence was cautiously
curtailed in the early development of the group until that
point where sufficient trust was established in their ability
and willingness to co-ordinate efforts toward the group
objectives. When we refer to 'centralized control' we are
primarily thinking of this group.
(2) Autonomy— In many cases the task groups acted in
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an autonomous manner because of the nature of their task,
the time pressures involved and the fact that smaller groups
accomplish more in a shorter period. They did not neces-
sarily have to seek approval of the total membership though
it was the norm to report findings and procedural direction.
(3) gQfltrol of Re sources-
-This class includes con-
trol of budget, control of general information and control
of procedures. The Washington grant created a certain con-
trol from the Washington Representatives. Those responsi-
ble for disseminating these monetary resources felt the
burden of pressure and control from their sponsors which
often conflicted with the other bases of influence within
the Resource Network. Information and procedural control
was a predominant influence in promoting direction. This
base of influence generally circulated around the adminis-
trative staff and those individuals who were identified as
possessing the skills and information to handle group inter-
action.
(4) Friendship—This form of control was ever present
in the Resource Network which can be viewed as a network of
informal friendship groups. This base of influence was not
exercised as a form of manipulation but rather influence
that came from a trust in personal relationships and feelings
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of good will among several members.
Leadership in a Low Goal
In a Low Goal situation the Resource Network could
generally be characterized by maintenance-oriented leader-
ship and mixed forms of control. In this situation the
diversity of interests and the tendency to keep the col-
laborative forum at an expressive level forced the adminis-
trative staff and steering group to maintain harmony among
the various values and interests that existed. Emphasis
was on individual sub-goals rather than superordinate group
goals. The most visible and most accepted leadership was
of a process or maintenance-oriented type. There were,
nevertheless, many attempts from individuals and subgroups
to control the behavior and direction of the group. Such
attempts at over directive leadership in relatively non-
stressful situations was not encouraged. In fact, it was
strongly suppressed.
Leadership in a High Goal Situation
The influence of stress brought new variables into
play. We have already established that under stressful
conditions there will be stronger pressures exerted for the
development of clear goals. The greater the immediacy or
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urgency the greater will be the demand to organize the
available resources to accomplish the goal. The express-
ive forum with its emphasis on maintenance procedures will
be replaced with more intense emphasis on action or achieve-
ment. In group participative structures this is sometimes
difficult to do while maintaining the participative or
consensual model. in the Resource Network, before the
group moved into a high goal structure, a different style
of leadership and control became manifest. This transition
period allowed for the emergence of stronger leadership.
Those with the heaviest involvement in the Resource Network
and who possessed the personal power to organize and lead
were accepted as leaders in order to weather the storm.
In actual fact, it was usually the same individuals who
time and again assumed this task-oriented position.
Interestingly enough, these few individuals were to be con-
sistently found at the center of the leadership struggles
evidenced more acutely in a low goal situation. Always at
the base of this individual directive leadership was the
central co-ordinating group which was most visible and
directive during this interim, controlling more than usual
the proceedings and sequence of activities.
When in high goal structure, the group found itself
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with new cohesiveness that gave rise to a wider task and
socio-emotional leadership. Stated in another way, as the
group enlarged, new resources entered the forum and leader-
ship tended to be dispersed among more and more people.
Though there were still traces of the directive leadership
which had been felt during the transition period the per-
ceived commonality of interest and group social pressures
prevented singular control and influence.
—
GrouP Size: Cohes iveness, Attendance & Interaction Hypotheses
This hypothesis suggests that in a low goal structure
the attendance of membership was intermittent and fluctuating.
The group activities vacillated primarily around a small
uniform group of active participants. Communication and
interaction within the group was mostly systematic. In a
high goal situation attendance became more consistent. In
addition the communication patterns were more dense and the
interaction more intensive.
Figure XXV
Hypotheses Based on Group Size
(H.G.S.)
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Size
In our discussions of the preceding hypotheses we
touched on the relationship of size to goals and leader-
ship. in the discussion which follows we wish to pursue
this relationship more clearly. it should be noted that
one of the objectives of the collaborative group was to in-
crease its size as a power dynamic for promoting change.
Incorporating new populations was believed to indicate an
increased need for change and indeed approval of the col-
laborative concept. As we shall see size had a tremendous
on the emotional tone, distribution and content of
interaction within the group. Increase in membership,
however, did not necessarily mean increase in collaboration.
Cohesiveness in a Low Goal Situation
Research on small groups has found that group size
and cohesiveness are negatively related. Miller found that
as groups increased beyond ten members, size had a signifi-
cant correlation (.77) with the number of cliques that
emerged. ^0 According to Hare, increase in size beyond seven
means a decrease in the ability of group members to perceive
each other as individuals. Instead individuals tend to be
thought of as sub-groups or factions. 41 Shull et al. state
that group members simplify the large group communication
190
flow by classifying members according to "olatimers and
newcomers, conservatives and liberals, or supporters of
the issues and opponents of the issues. "42 Thus they pay
attention to selective aspects of the group's communications,
In the Resource Network the larger group meetings
were beyond 10 in membership. In fact, there were times
when it exceeded forty. This assembly had visible sub-
groups, particularly visible and disparate in its early
formation. There were the obvious groupings of representa-
tives from residential areas, and agencies within which
existed smaller, cohesive groups usually held together
through friendship bonds or similar work roles. Factions
developed around value orientations. It was common to hear
a particular faction referred to by one or another proponent
who had assumed a leading role in delineating their position
Indeed, the very rhetoric, at times, spoke of a conscious
attempt to maintain this distinctness. Two proposals, for
example, outlining a different co-ordinat ive structure for
the Resource Network's second year operation were supported
by two distinct factions who on previous occasions had
managed not to see "eye to eye". In the low goal structure,
therefore, with the increase of membership came the in-
crease of group diversity and lack of cohesion. As the
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large group matured these divisions became less conflictual
and burdensome. The differentiation refined, however, and
cohesiveness became a matter of smaller entities within the
larger assembly.
Cohesiveness in a High Goal Situation
In the task forces and steering group, with an
average of approximately eight members, there was a co-
hesion uncommon to the large group when in a low goal struc-
ture. In the steering group could be found those members
most involved and desirous of collaboration. This common-
alitY of interest was a basis for cohesion. The task forces
had a similar bond untampered by the complexities of size.
the presence of a 'common enemy' as in the 'counselor
issues' or the proximity of the January Workshops, arrived
the stress factor. This resulted in a cohesion of the group
even though these issues attracted a large attendance.
Differences on other points were suddenly postponed. They
returned, however, once the group relocated itself in a low
goal structure.
Interaction
Research—Group size influences the quality of inter-
action within the group. Hare asserts that as group size
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increases, "there is a more mechanical method of intro-
ducing information, a less sensitive exploration of the
point of view of the other and a more direct attempt to
control others. "43 This lack of sensitivity t> ^ aue
to the multiple viewpoints which requires greater concen-
tration and ability to listen. 44 In faot> unaer these oir_
cumstances, members are required to listen more and talk
less. Only the more forceful members will not feel
threatened by the largeness of the group or the disparity
of opinion. 45 These reactions to group complexity will
lcwer the satisfaction of group interaction particularly
for marginal members who might withdraw from the group en-
tiirely or intermittently lend their ears.
Interaction in a Low Goal Situation
Systematic Procedures—The large group meetings of
the Resource Network were for the most part systematically
structured. The agenda was prearranged by the steering
group. Information was formally disseminated and usually
by the same individuals. This systematic procedure was a
deliberate attempt to offset the difficult dynamics of the
large group as well as trying to deliver as much as possible
in a two hour time frame. The result was a systematic inter-
action among group members with the general acceptance and
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expectation that certain members play certain roles. Often
the agenda reflected a task-oriented approach which occupied
almost the total meeting time. Socio-emotional support for
each other was relegated to some minutes before the meeting
while awaiting latecomers. For those who could afford the
luxury of time there were opportunities to get together when
the meeting drained to a few members who finally decided to
talk to one another instead of about one another or the
issue at hand.
Lack of Social Activity— In the large group, due to
proliferation of tasks, time limits, and the sheer weight
of numbers there was little possibility of informal social-
izing. It was difficult not to spend the entire meeting on
problem-solving issues. Much information had to be shared.
Since the objective was to get others involved and use their
resources and do it within a short time frame, including new
members and building upon existing support bases were side-
tracked. The tendency to avoid the social process brought
its own difficulties. Some members who had reached a certain
level of understanding about the Resource Network's role and
its style of vocabulary and who had arrived at a sense of
belonging in the group were constantly forced to sit through
repetitive updating and clarification for those newcomers
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who had requested relief from nescience. The pace at
meetings would build up to a point where an outburst came
for informal participation and sharing of ideas and selves.
This was accompanied by a meeting totally given over to in-
formal social living. Other attempts were made for social-
izing after work hours.
Research—Turning the large group meetings into an
act ion—or iented process while in a low goal structure pro-
duced a strain on the personal support system within the
Resource Network. James recognizes how size affects the
expectations of groups. "We have found that committees
should be small when you expect action and relatively large
when you are looking for points of view, reactions, etc. 1,46
While the task groups were seen as the action-taking groups
it was not uncommon for the larger group to fall into the
role of a large task force which did not really have the
energy in the low goal situation. Hare admits that, "small,
centripetally organized groups usually call on and use all
their energies, while in large groups, forces remain much
more often potential.
"
4 ^
Patterns of Communication—Wilken made a study of
member interaction in a voluntary organization and dis-
covered some problems relating to the size of voluntary
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membership. He found that as the membership increased it
was more difficult for the participants to conm>unicate with
a significant number of others which only led to a pre-
dominance of secondary relationships. In the Resource Net-
work only a small consistent group of action-taking members
formed primary relationships within the forum. (See Figure)
Figure XXVI
Communication Patterns in Low Goal Structure
primary relation-
ships
-
- secondary relation-
ships
MM - marginal membership
AM - active membership
SC - steering committee
S - staff
Secondary relationships were more common and for the course
of action envisaged by the Resource Network's goals this
secondary level had insufficient support. Wilken also dis-
covered that, because there is a large pool of resources to
draw from, fewer demands are made of most members. This
occasioned withdrawal. Specialized roles evolved in the
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Resource Network particularly in the steering group and
task groups. These roles, as Wilken testifies, do not keep
pace with the increase of membership. When new members are
expected to accept a listening role they quickly become
bored and feel ineffective. Wilken also pinpoints the
problems of communication that similarly confronted the
Resource Network. The media of communication tended to be-
come more formalized — news letters, minutes, memos,
structured meetings rather than personal contacts. Con-
sequently, there was less opportunity for development of
interpersonal relationships which, even more decidedly in
a voluntary group, promotes participation. The central
co-ordinating unit, burdened with the formalized means of
communication, were unable to make personal contacts and
interact with all the potential active members.
Interaction in a High Goal Situation
Common Issue—We have established that in a high
goal structure the Resource Network takes on a new co-
hesiveness. The linking bond is more than the sum total of
sub-group cohesion around lesser diverse issues. The common
issue that unites the group is a clear expression of the
collaborators' concerns. Baldridge acknowledges this repeated
shift from a specific issue to a general question of power
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and decision-making during the critical events over a year
ana a half study at New York University
.
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"Although
specific issues almost always spark the conflict, the
situation rapidly expands to general questions of authority.
This is the escalation up the issue hierarchy." The common
problem has a spreading effect which makes it much easier
to utilize the growing energy that previously was diffused
or dormant.
Patterns
—
of Communication— Participants get caught
up in this new wave of energy and the common cause brings
a new frame of reference to the group. More members are
willing to take action, to go beyond established time frames,
and to use the larger forum as an information and idea bank.
Because of more consistent attendance there comes more
willingness to participate in group discussion and to take
leadership roles. The interaction becomes intensive and
emotion is released in activity geared toward a single issue.
The urgency brings closer ties among members. The com-
munication patterns become dense. (See Figure XXVII )
The willingness on the part of several members to share in
directing the group interrupts the systematic approach to
collaborative action and generates a truer picture of group
part ic ipat ion
.
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Figure XXVII
Communication Patterns in High Goal Rfrnrf„ra
primary relation-
ships
- secondary rela-
tionships
MM — marginal member-
ship
AM - active membership
SC - steering comm.
S - staff
Summary
It should be noted again that we are speakina in
ideal terms and that the Resource Network could, at moments,
be interpreted as somewhere in between High and Low Goal
Structure. This does not invalidate our hypotheses. We
interpret the Resource Network as being in a low goal
structure when the collaborative group incorporates suf-
ficient low goal structure determinants to classify it in
this position. This principle similarly applied to the
high goal structure situation.
Figure XXVIII
Description of High and Low Goal Strunt-nr^c
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Part 4, Goal Structure in the Expressive
and Instrumental Forums
A. Expressive and Instrumental Dimension
In Chapter III
,
we explained the dual dimensions of
the collaborative forum. ( See Figure IX) . The expressive
character of the Resource Network refers to the socio-
emotional and team-building aspects of collaboration aimed
at building up personal support systems. The instrumental
character refers to the action-oriented behavior of the
collaborative group as they engage in specific tasks that
point toward change in the formal system. These dimensions
‘-'Ow Goal Structure
Unclear Goals
Goal Diversity
Maintenance-oriented
leadership
Mixed Control
Variety of Sub-Groups
Intermittent Attendance
Systematic Interaction
Sparse Communications
Uniplex Relationships
Poor Utilization of
Resources
High Goal Structure
Clear Goals
Goal Unity
Diffused Leadership
Group Control
Group Cohesiveness
Consistent Attendance
Intense Interaction
Dense Communications
Multiplex Relationships
Greater Utilization of
Resources
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exist both m high and low goal situations. The emphasis
however, is different.
Figure XXIX
Goal Structure in Relation to Expressive
and Instrumental Structure
Toward High
Goal
Structure
1
Instrumental
k
Expressive
t
Toward Lovr
Goal
Structure
Collaboration in a Low Goal Situation
In a Low Goal Structure the emphasis will be on
trying to organize a sufficiently strong support system
which then generate collective action. Because of the many
variables that enter the Low Goal situation the group will
almost by default end up trying to maintain a support system
among the several sub-groups. Collective action will thus
at best be dispersed if not sidetracked into pleasant social-
izing. Several pockets of energy will emerge over various
issues which in themselves are insufficient motivators to
bring about concerted activity. This low goal situation
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win be more appealing to those who resist placing their
energies in an area of little personal interest. Col-
laboration in its most elementary form may sink to an in-
formation sharing forum with infrequent group interaction
ana virtually no support for engaging in a group task. Any
task that may fina willing membership will find itself in
an autonomous track almost independent of the collaborative
forum.
Collaboration in a High Goal Situation
In a high goal structure, the emphasis will be on a
particular issue which in itself will be a major factor in
establishing a stable personal support system. With the
growth of multiplex relationships will come the interest and
energy to give voluntary commitment to what the group deems
a priority. The sub-group cliques will tend to extend their
boundaries to other groups with whom they are engaged in a
common activity. Although the emphasis will be on action
the expressive dimension will also be accounted for in and
beyond group meetings. Figure XXX summarizes the emphasis of
collaboration in high and low goal situations.
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Figure XXX
Exphasis on Action and Maintenance
High and Low Goal Structures
H.G.S.
Status Quo
When we are speaking of the expressive and instrumen-
tal characteristics of the collaborative process let us
not forget that we are referring to such activities as have
an impact on the formal sub-system in and for which this
group presumes to operate. The status quo of the Resource
Network is a microcosm of the sub-system's status quo . Any
effect, good or bad, within the expressive and instrumen-
tal forum of the Resource Network will have a concomitant
effect on the larger system. In a low goal structure the
Resource Network will experience difficulties in moving
beyond the status quo . The intentions and attitudes for
change may well reside in the group but without a cor-
responding attempt to turn ideas into action nothing
remotely significant will happen to promote actual
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change. As the quip bluntly states, "the road to hell is
paved with good intentions." On the other hand a high goal
structure will generate not only ideas but collective
action which brings the collaborative group to a state of
activity beyond the status quo. No one wouia deny that
the resulting changes are small in relation to what could
or should be accomplished. Nor would any deny that the
participative change process is a slow one. What is
significant is that a vehicle is gradually being structured
to make changes: a vehicle that has shown moderate success
and has survived the challenges of mistrust and resistance.
B . Positive and Negative Aspects
of High and Low Goal Structure
Positive and Negative Dichotomy
It must not be thought that the high goal structure
is always to be seen as positive or likewise that the low
goal structure connotes a negative quality. There are
both positive and negative effects in every goal structure.
Collaboration would not survive long in a high goal struc-
ture. It would be like holding a hot potato in one's hand.
The heat can be borne just so long. Anyway, the potato
will eventually cool. So, too, collaboration at an in-
tensive level cannot retain its energy. It must rest, be-
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cause few people can maintain a consistently high, voluntary
service that extends beyond their formal work load. Col-
laboration is not something that can be conjured up or
created artificially. You obviously cannot tune it up as
you would a car engine. It is a feeling on the part of
people and not just a mechanical act of being called upon
to renew the organization. A low goal structure, there-
fore, is a good place to be at times. But to consistently
exist in the latter presents the picture of an old man
attempting to walk up a down escalator. The point, then,
is that collaboration has room for both high and low goal
structures. learning this flexibility, this need for rest
and motion, and diagnosing the source and timing of the
shifts is the secret of collaboration.
Optimum Level of Stress
Another way of presenting this positive/negative
dichotomy that coexists at every level of the goal struc-
ture continuum is to recognize the optimum level of stress
which initiates adequate voluntary participation.
J. McV. Hunt offers a relevant statement. He suggests
that there are limits to the amount, of inf ormation that
one can handle. When a particular situation offers too
much then one is likely to avoid or discredit the information
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dissonant with one's commitments and plans. On the other
hand, when a situation offers too little or too similar
information then boredom results and the person withdraws
to a situation which offers novelty or change
.
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This
maximum and minimum demarcation could be applied at every
level of the collaborative process and not just at the
information sharing level accredited by McV. Hunt. The
illustration below is a crude attempt at presenting graphi-
cally the level of stress in relation to voluntary parti-
cipation. The optimum level (between maximum and minimum
points) is very difficult to gauge.
Figure XXXI
Participation in Relation to Stress
HIGH
Voluntary
Partici-
pation
LOW STRESS HIGH
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Let us look more closely at the positive and negative
effects that high and low goal structures have on both the
person and the group activity. The description which follows
recaptures much of the preceding pages and is by no means
exhaustive. it is an attempt to understand rather than
describe in full the positive/negative dichotomy.
f-psitive and Negative Effects of High Goal Structure
In the high goal structure the positive impact on
the individual member will vary according to the amount
of effort that he or she has invested in the collaborative
forum. Positive feelings will range from affiliation with
others to a sense of accomplishment and excitement which
leads to the individual feeling more control over the work
environment. However, some group members will be swept up
by the energy, feeling perhaps coerced by the group. For
most members there is a time when a stress point is passed.
This activates the need for a momentary escape from such
hyper intensive activity and pressure. There is also a
question of how much of the support gained in the collabora-
tive group is carried over into the formal work scene.
The feeling that much is going to be accomplished from some
concerted effort may only lead to false expectations and
207
unwillingness to continue in the face of tremendous organi
zational obstacles.
Figure XXXII
Positive and Negative Effects of High Goal
Structure on Collaboration
Impact on Person Impact on Group Activity
+ Affiliation
+ Feeling of accomplishment
+ Increase in group's
influence
+ Attitudinal changes
+ Mitigation of personal
anxiety
+Greater participative
decision-making
+ Conflict-Reduction forum
+ Positive coping mechanisms + Skill training forum
+ More open communication
- Coersion
- Common enemy
- Overload - Subversive group
- Pressure coping
- False expectations
- Dependency on group for
support and action
- Co-optation
KEY: + Positive
- Negative
In this energized situation the group as a whole may
delight in its increase of influence within the formal
system, opening up communications and gaining greater parti-
cipation in the decision-making process. It may, however,
be stereotyped as a group of malcontents especially when
the group focuses its activity on a common enemy; in this
case those administrators, rightly or not, who pretend
to have decision-making power. The final question is to
ask whether or not the group, in being allowed some say
in the functioning of the sub-system, is in fact, being
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co-opted into thinking they possess new influence when
really their input is benevolently listened to but not
actually operationalized.
Positive and Negative Effects of Low Goal Structure
The low goal structure with its diversity and frequent
ambiguity of direction is a true test of the member's com-
mitment to the collaborative concept. This situation will
call upon great tolerance for ambiguity presenting those,
who are willing and able, with the challenge of leadership
and direction. For many, information and ideas will be
shared. For some, the opportunity to withdraw, either
permanently or temporarily, will be more easily available.
The network-wide support system will be less stable and
members will find support primarily through friendship sub-
groups. Disinterest in the lack of activity and confusion
will cause intermittent participation and bring expectations
of success to a low, at at times, apathetic level.
The positive impact on group activity will be most
in the safety-valve forum where members can release
their work frustration and feel listened to and supported
by those with similar anxieties. A greater attempt will
be made to meet a number of requested needs
. The low goal
structure will enable the coordinators to find the time
to process what is happening to the group and plan ahead.
The ambiguity, however, will drain the potential energy
for group action which will necessarily be accomplished in
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Figure XXXIII
L°si t:i-Ve and Negative Effects of Low Goal
Structure on Collaboration
smaller but autonomous units. The central coordinating
group will be forced into a maintenance role undertaken
with systematic and routine procedure.
Review of the Chapter
This chapter has demonstrated the. complex nature
of the collaborative process. The dynamics of voluntary
participation depends on many variables. Without the
influence of stress which initiates structure and success,
the collaborative concept would be held together, if at
all, by a few highly committed and uncommonly willing
people. In actual fact, this involved focal group can be
Impact on Group Activity
+ Diverse interests attended
+ Safety-valve, perception
sharing
+ Occasional opportunity to
socialize
+ Time to select and plan
ahead
+ Experimentation
- Ambiguity of direction
" High energy drain
“ Autonomous, disconnected
groups
~ Over systematic procedure
Impact on Person
+ Test of commitment
+ Tolerance of ambiguity
+ Opportunity to withdraw
+ Challenge
+ Information—idea exchange
- Narrow support system
- Disinterest
- Confusion
- Multiple, limited expec-
tations
KEY: + Positive
- Negative
210
found at the center of most activities. These individuals,
whatever their motivation, bridge the gap between the
high goal situations.
The many factors involved in collaboration are too
numerous to include—such questions as pressures outside
the work environment, personality factors and so on. The
concept of goal structure was an attempt to pull within a
common framework those factors that were observed by the
writer as most critical. What remains and will be treated
in the following chapter are the conclusions of this
collaborative process and some recommendations for future
and similar efforts.
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CHAPTER V
CONCLUSIONS AND RECOMMENDATIONS
This chapter will begin with a review of the major
points in the preceding chapters. This review will be
followed by concluding remarks which are structured as
responses to the questions posed in the statement of the
problem in Chapter I.
Review of Study
This study has attempted to describe and analyze
the development of an informal network of university profes-
sional staff who, together, collaborate for the betterment
of their work environment. This group is comprised of
people who occupy roles at all levels of the formal system.
Together they have secured a grant, established a loose
informal structure, hired a coordinating team, and chosen
a shared decision-making process as their modus operandi
.
Their mission is to share their resources, build up healthy
working relationships among themselves and with central
administration, and provide a better and more relevant
delivery of human services to students who reside on
campus
.
In this context, collaboration is seen as voluntary
giving of time and commitment above and beyond one’s formal
work responsibilities. Collaboration runs in cycles. It
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begins with the communication of information on areas of
interest and concern to the group. With consistent inter-
action comes personal support systems which motivate for-
merly unacquainted people to work together on problems that
commonly confront them. This collaborative process harbors
diversity of opinions and ideas which cause internal con-
flict. The group must be constantly in touch with its
internal processes facilitating dialogue and healthy con-
frontation.
The work that this group has facilitated ranges
greatly in scope. They have organized three major workshop
programs to train different groups within Student Affairs.
They have lobbied for the importance of human service pro-
grams, undertaken research programs, provided open partici-
pative forums around major policy decisions and consistently
kept an ongoing information exchange in existence.
Collaboration does not maintain a consistent level
of activity and commitment. It fluctuates from low in-
activity to high intensity. This rhythmical movement has
been described in terms of high and low goal structure.
External conflict has a definite influence in moving the
group from low to high activity. A low goal structure is
characterized by unclear and numerous goals, maintenance
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leadership, intermittent attendance and sparse communica-
tion. A high goal structure, on the other hand, tends to
have clear and less numerous goals, shared leadership,
consistent attendance and dense communication. Both goal
structures, however, have positive and negative consequences
for the collaborative group.
Responses to Stated Questions
Question 1. How are relatively power-
less people sufficiently motivated to
^ collaborative change process?
There are as many motives for joining the collabora-
tive process as there are people and probably a lot more.
People participate for a variety of reasons. For practical
purposes we have grouped these under such general concepts
as, dissatisfaction with the status quo , the desire to have
rood's control over the work environment, and the request for
increased participation in the decision making process.
For most of the Network members, however, these concepts
do not sufficiently explain their immediate motivations.
Some members, for example, initially joined out of mere
curiosity. Once attracted, they returned again and again,
now out of a deep interest in the network concept, or be-
cause of new friendships, or subtle group pressures, or
even from pure habit. Some participated in tasks that were
218
personally fulfilling or led to assistance in their formal
work roles. Others attended occasionally to catch up on
people
, events and the latest information. Part of the
central staff's motivation was undoubtedly money. Rewards
for the rest of the membership were not financial. The
central staff felt most responsible for carrying out the
obligations arising out of the grant contract. The growing
excitement and sense of adventure of the large workshop
programs, along with the sincere dedication of a few people
to serve the student and staff populations on campus, pro-
vided the adequate energy and resources to carry out these
programs. Regardless of these multiple motivations, there
is one sure thing that will immediately promote voluntary
participation — crisis.
Crisis refers to an external threat which affects
the role or security of a person's job or program. It be-
gins with a provocative issue and soon spreads in scope and
emotionality. This 'turn on' phenomenon lasts as long as
the crisis lasts. It jolts people out of an apathetic
acceptance of their powerless predicament into an aroused,
unified group of protagonists. Sizeable numbers give people
a greater feeling of control and safety and an increased
willingness to follow through on action plans.
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In order to obtain 'advocacy collaboration', people
must feel the 'pinch'. It might be suggested that even
though a 'natural' crisis has not entered the scene, one
might try to further collaboration by inserting a crisis
situation. This does not mean that one necessarily invents
a crisis. A false crisis might lead to dire consequences.
Interest groups have, over time, usually built up a set of
grievances. Inserting crisis might mean making people aware
that their grievances are just and immediate action must be
taken. This is much more difficult than it sounds but not
impossible. There are many dormant crises. All that is
needed is a particular event to spark it off. People re-
spond to just claims. They rally around a cause. If that
is an end in itself, however, it does little good for col-
laboration except provide a futile exercise in group co-
hesion. Making people aware of crisis ought to have a carry
over effect in some form of legitimized problem-solving
activity once the crisis subsides. If not, the lack of
activity, the sluggish procedures, in-group cliques, and
group disharmony will return to what they were before the
cohesion period. However one cares to structure it, crisis
is the surest and quickest key to collaboration.
Motivating people to carry out long term, problem
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solving activities, that require patience and continuity,
is a much more complex question. In the final analysis,
it demands personal interest in the task. Few, if any
unpaid members, are going to volunteer their services to
a group engaged in a task that is not personally rewarding.
There are, nevertheless, ways to increase participation
among homogeneous task groups. Providing a suitable
locale, encouraging input from all, arranging appropriate
times and dates, acknowledging a person's efforts through
some message of appreciation, allowing the freedom of entry
and exit are but a few. Perhaps the most significant
motivator is the creation of support and friendship bonds
among group members. Without this sensitivity, people are
not inclined to return, nor should they.
Question 2. Once the willingness is there,W O L- JL 1 • WUWW ** i. ^ t
a) how then do you channel the energies of
a sizeable number of individuals, b) secure
financial resources, c) establish an accent-
able co-ordinating structure, and d) deve 1-
op visibility?
2a. Channel energies— In this question v/e are looking at a
constant problem throughout the Network's development. It
is the paradox of "the one and the many". Should there be
one common task or should energies be diffused among several
tasks? Some argued, "Do one thing and do it well." Others
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rebuffed, "But if we're truly collaborative we must try to
meet as many needs as possible." Both approaches were
tried. When the Network pursued one objective, either
consciously or through default, the results were more im-
pressive. In a crisis situation, for example, membership
grew, activity became intense and the Network presented
itself as a unified, collaborative group. Similarly in
the laboratory training workshops, collaboration reached
a peak. These workshops were short, tangible, broadly
inclusive and exciting. Whereas collaboration through
crisis was a spontaneous event, the workshop programs were
consciously planned and became an established feature.
The Network also found itself swamped with several
activities. In periods of lull, elaborate needs assess-
ments were undertaken. The rationale for this was to assert
the open collaborative nature of the Network, organize a
number of new tasks and claim a larger following. While
the intention was commendable it came to no avail. Many
of the potential tasks came to a grinding halt. The same
people were often involved and time and energy were thinly
spread. Those that managed to survive were the result of
one or two 'champions' who were willing to take a very
active and directive role in co-ordinating and implementing
them.
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A number of points become clear from this dis-
cussion. (i) One or, at most, two major tasks should be
undertaken at any one time. (ii) One must be ready to
sacrifice or postpone certain tasks for immediate crisis
issues which, whether one likes it or not, will assume
sole occupancy on the agenda. (iii) Tasks that are clear,
tangible, and require no large amounts of time will re-
ceive more people support. (iv) Most voluntary efforts
need directive leadership especially in their initial
stages. (v) Large groups are often chaotic. They should
be broken down to allow people to relate to others on a
personal and not marginal level. (vi) Increase in numbers
does not necessarily mean increase in collaboration. (vii)
*
People need to withdraw occasionally from voluntary partici-
pation. Few can afford a constant commitment. (viii)
People need active roles if they are to return.
One of the most important and sadly lacking aspects
of a large collaborative group is the number of roles that
people can play. Small groups provide a better opportunity
for realizing this. They often have a longer and more
successful history. People will simply not return to groups
where they are forced, by the sheer size of the group, to
listen passively. Many creative solutions may be attempted.
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For example
,
a division of labor could be organized around
one task. A number of smaller networks could be created
and co-ordinated by a central committee. The same problems,
however, would persist and we would once again find our-
selves at the starting point; the dilemma of the one and
the many. While numbers are an encouraging sign of col-
laboration, they also present a problem cycle which some-
how is taken care of through the ebb and flow of the col-
laborative process.
2b. Financial resources—Money cannot buy collabora-
tion but it certainly helps a great deal. Without the
initial grant the Resource Network would not have come into
being. Money supports collaboration. It ensures autonomy.
It means that change efforts can continue independently of
the assistance or resistance of formal authority figures.
Uncooperative bureaucratic systems can be bypassed. Severe
sanctions, such as job or budget cuts, cannot be applied.
The change program need not, as in many cases, be seen as
a tool of the administration. With financial resources
change from below has a better chance of success. Success
also comes from developing a healthy relationship with
administration. As the saying goes, "Do not bite the hand
that may one day feed you.
"
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Change efforts must be co-ordinated. Maintaining
a personal network system is a full time job. The detail
grows in magnitude as the network effect spirals through-
out the system. To divide this work among a number of
unpaid, voluntary members would be assuredly courting
failure. Some members, therefore, have to be paid for
the sole task of co-ordinating the multiple activities
involved in a large scale change process. Without a
paid steering function, efforts would more than likely
be haphazard and fragmented.
During its first year, the Network received a
$40,000 grant. The second year budget was lean. In the
first year, the laboratory training program and the
research projects, for example, were more successful, more
elaborate and more resourceful than what took place the
second year. This attests to the fact that the quality
of collaboration depends to a large measure on luxury
of financial resources.
Grants do not last forever. Approaching its
second year the Network had to look into other coffers.
Administration funded the two co-ordinating positions but
did not assume that these positions be accountable to them.
Voluntary contributions from those programs involved in the
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Network helped defray the costs of materials and other
expenditures. The remaining grant money was not returned
as is the custom. The flexibility and encouragement that
the H.E.W. representatives demonstrated, was an unexpected
help to the Network concept. They not only allowed the
unspent money to be carried over to a second year but they
willingly agreed to changes in the original grant proposal.
This suggests that change programs ought to be continually
in search of funding. Long range planning on this issue
is necessary if substantative changes, which take years of
patient nurturance, are to bear any fruit. One and even
two year programs may yet be worthwhile. Once they cease,
however, what is there to prevent old norms from returning?
Moments of true collaborative feeling and spirit could easily
become a thing of the past. It is difficult to put down
something that has taken so much effort to pick up. And
yet as so often happens, one program self-destructs only to
give rise to a new and fresh approach to change.
2c. Co-ordinating structure
-
-The Network members
wanted a representative, non-racist, non-sexist, non-
hierarchial co-ordinating structure. They got people in-
stead,* A salaried central staff and a voluntary steering
committee. They were not all things to all people but they
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tried hard to be sensitive to the diverse membership. But
they were never truly representative. it was a small group.
They failed to attract sufficient minorities. Males were
usually more visible and more verbal. They did, for the
most part, live up to the cardinal rule of the voluntary
association. They were sensitive to the shared decision-
making process. In fact, they were initially oversensitive
to this rule. At the beginning it proved quite debilitating
and even dysfunctional. As trust grew and the testing
period ended, the co-ordinating group became more at ease
with directive leadership when necessary.
A reassessment of the Network's structure came with
the advent of a second year. Much of the debate revolved
around the role of the co-ordinator. Should there be one
co-ordinator or should the co-ordinating function be dif-
fused among several voluntary members in the steering com-
mittee? The majority voted for a continuation of the same
structure. The co-ordinator, however, resigned. He was
the principal originator of the Network and for a year had
struggled in the face of much criticism. His role
necessarily made him stand out. He was at the heart of the
information flow. He constantly chaired meetings, con-
trolled the budget, and acted as a liaison between the
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Network, administration, and H.E.W. For some people this was
not sufficiently non-hierarchical. it is difficult to det-
ermine whether these criticisms were lodged out of envy,
or were the result of personality clashes, or came from a
sincere desire to maintain a leveling process. His role was
assumed by the former administrative assistant who is a wom-
an, more participative in her approach to co-ordination, and
apparently less threatening to those who had opposed the
previous co-ordinator.
It is very apparent that the co-ordination of a vol-
untary, participative group is a delicate process. A stronq
coordinating function is necessary but if one person con-
sistently stands out from among others, directing and con-
trolling activities, a head will roll. Leadership is more
acceptable when it flows from a base of personal influence.
In fact, personal power and some formal status are a winning
combination. Leadership and active participation also appear
to be highly correlated.
One final comment about co-ordinative leadership
focuses on rehiring. For the purpose of continutiy, should
the same staff, who may have received a good evaluation be
rehired? Or should a fresh group with new approaches take
over? The author, as process consultant to this group, feels
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that he should have been replaced. He became 'environmental',
less objective and was caught up in other roles. This seems
to be the fate of internal consultants. The resignation of
the former co-ordinator, when all is said and done, was
perhaps the best solution to the problems that his leader-
ship and role appeared to cause. The Network is such a
demanding process and the role of co—ordinator so acute to
the group's development that renewed enthusiasm might best
be found in new faces. The dearth of jobs, the undoubted
need for continuity, make this new prospect an insecure one.
2<3. Develop visibility—Visibility adds to the suc-
cess of change efforts. People are not inclined to enter
any change program unless they first know what it is all
about and who are involved. These points must be clearly
communicated and widely distributed if the relevant and
potentially interested people are to be attracted. There
are many forms of media that can help in this communication
process. There are the usual written reports, memos,
minutes, newspaper articles and so on. The Network has
used these media but has found that the written and non-
personal communication, while read by those already involved,
has the effect on others of one more paper wave in a
drowning sea of information.
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The most effective means of communicating what a
change group is about is the person-to-person contact.
This cannot be emphasized enough. Written media tends to
allow for many interpretations. The Network, for example,
was described as a group of malcontents, as people out for
their own interest, and so on. The only sure remedy is
public relations. If you are going to start a program and
need help, get out of the office and meet people. This
may not always ensure new active members but it helps
others to understand what you are trying to accomplish.
People like and in many cases need to be asked for their
support. It is amazing how far the personal touch can go.
It enhances one's feeling of being needed and people are
more inclined to give of their resources.
Some further hints in developing visibility may be
helpful. Be careful of the language you use. Vague and
unreal goal statements, for example, leave people immobile
and are apt to receive the skeptical wish, "Good luck, I
hope you make it." a central office location and one which
is not confused with another program or department will
present the message that the change program is organized
and co-ordinated. Encourage active members to go net-
working, i.e. to provide a linkage of information to those
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key people throughout the formal system whose support will
bring a greater effectiveness to the Network's activities.
Question 3. How do you handle diversity?
Collaboration implies diversity. Diversity here
refers to the differences of opinion and involvement in the
Network process that arise from one's particular status in
the formal work scene, his or her job role, and particular
value system. This diversity, if handled properly, can be
a constructive influence in the development of the col-
laboration. It gives rise to initiative, spontaneity, and
increased feelings of participation in university direction.
Differences of opinion, expressed in an open and non-
threatening forum, can educate a group as to the many faceted
sides of a particular issue and lead, at least, to changes
in one's attitude toward another. Furthermore, diversity
tends to counterbalance various approaches. Those members
who might be considered 'radicals' can set a group into
action but action that is likely to be balanced by less
radical members whose risking behavior is not so high.
Diversity can have dysfunctional consequences. It
can cause internal conflict in a group. One thing is for
sure, you cannot please all people all of the time. Con-
flict ion, on the other hand, can be a vehicle for group
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development. We have written at length of interfacing which
is the means by which disparate viewpoints are surrounded
by an atmosphere conducive to listening, open dialogue and
healthy confrontation. This results best when meetings are
structured and when there is a sensitivity to the process
of the meeting itself. Preplanning meetings helps group
members to focus their ideas and energies. Process comments
on group interaction and individual behavior reflects a
sensitivity to the individuals who make up the group as well
as providing an excellent checking point for what in the
process should or should not be continued.
There has always existed in the Network a diversity
of involvement. There are different layers of participation.
There are approximately twenty members who form the backbone
of the collaborative process. In truth, they are the Resource
Network. They share a greater commonality of interest than
do other members and are to be consistently found at the
center of activity. This primary group is characterized
by close friendship ties and is seen by others as an ' in-
group'. Another indeterminate layer is comprised of latent
or marginal members who periodically enjoin in Network
activity and who differ markedly in their interests. To
voluntarily sacrifice time and energies, this latent group
needs selective incentives. In the Network these incentives
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came primarily in the form of laboratory training programs
and advocacy efforts wherein many self-interests could be
appears that there will always be a central core
of people who because of their involvement and interest will
guide the direction of the group. This group must be on
guard that their close interaction and activity do not be-
come closed to others.
Question 4. How many significant changes in
the formal system can an informal, collabo-
rative group realistically achieve?
In response to this question let us look first at
the different dimensions of the collaborative process and
evaluate their impact on the Network membership and formal
system. FigurexxxiV, which follows, illustrates the ex-
pressive and instrumental dimensions of the collaborative
process. The expressive forums lay the groundwork for
changes in the system. The expressive forums find their
greatest impact on the Network membership itself. In this
situation the Network provides support for its membership;
support in terms of letting off steam, identifying with
others, establishing congenial and helping relationships
and an opportunity to share similar values and problems with
interested others. As a support group the Network has proved
successful but perhaps more for a select few than its total
membership.
Figure
XXXIV
:
The
Effects
of
Change
Through
the
Collaborative
Process
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In its instrumental forums the Network has not been
so successful. Advocacy has had mixed effects. It may
have helped to prevent inadequate or harmful decisions being
made but the Network has not replaced many of the criticisms
it has waged with constructive proposals. Once the crisis
passed the effort to advocate for different results passed
also. It gave some members a feeling of increased partici-
pation in the decision or non-decision of a particular
issue but for others it was one more act of co-optation.
The decision-makers listened to the demands, promised some
vague action and fed the issue back through the bureau-
cratic structure.
The problem-solving groups, engaged in long range
results, were more effective in those areas that were non-
*
political. For example, the counselor training group moved
forward, slowly but surely, and brought about an area wide
training program. The laboratory training projects, on the
other hand, were periodic. They were the result of a com-
prehensive effort but were only temporarily effective. No
consistent follow through was attempted because of the
exhaustive demands of voluntary contributions. In summary,
the Network was more successful as a support group than as
a mechanism for major changes in the university system. One
must, nevertheless, acknowledge those innovations that the
Network has brought about.
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The Resource Network has accomplished a number of
innovations and projects in UMass. It is, however, difficult
to know what the actual impact of this informal association
has been on the complex and important problems that have
involved major policy decisions by top administration. It
is furthermore impossible to say that the existence and
activities of the Network has made the critical difference
in any of the many issues upon which it has placed a con-
certed effort. This kind of work is not very amenable to
objective evaluation. The general feeling of the group,
however, is that the Resource Network has had a major im-
pact on a number of important occasions. One can refer
back to the training programs, the advocacy role in the face
of program cuts, reorganization plans, and counselor tuition
waivers. One can also point to the career planning task
forces, the increased level of support and helping relation-
ships among many Network members, and indeed a host of small
but significant events that have placed the Network as the
only open and ongoing vehicle for change within Student
Affairs. There is an undoubted sense of accomplishment
among group members attested by their wholehearted support
and the desire of some top administrators for the continued
existence of the Network. People do not just give time an^
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commitment, even occasionally, to a moribund or consistently
unsuccessful venture.
The Network’s goals have been ambitious. As such,
it has often failed to realize them. Many of the innovations
that the Network has facilitated have atrophied or died.
Attempting to do so much with voluntary support and too few
really committed members in a university setting that never
endingly cries out for change has diffused energies. The
ambiguous and shifting decision-making structure of the
university has tended to make the Network adopt a stop-gap,
crisis-reactionary position; a position it was hoping to
overcome in the formal system through promoting long-range
and system planning. Basic system changes in Student Affairs
which would free it from its inhibiting reward structures
and management process, have occurred at a very slow rate
and more through advocacy than problem-solving procedures.
Permanent changes in management are yet to be seen. The
system, for the most part, proceeds steadily along in un-
changing patterns.
While the Network can speak of success, therefore,
it can do so only in limited terms. It exists more as a
potential vehicle for change than an actual change mechanism
with total and institutional legitimacy. It must continue
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to prove and improve itself. As yet, it is beseiged by
external and internal forces that act as barriers to the
accomplishment of its mission. These forces outweigh the
positive forces of change that it has struggled to win and
retain. A brief analysis will attest to this. The chart
below presents a force field analysis of those factors that
work for and against the renewal of human service programs
in a supportive working environment.
Helping Forces Restraining Forces
+Dedicated core group
+Ongoing change
mechanism
+Provides support . for
a number of people
+Organized
4-Visible Network with
some influential
members
+Great need for col-
laboration under
present circumstances
+Past successes
+Support from vice Chan-
cellor of Stud. Affairs
-Complexity and ambiguity
of university decision-
making structure (co-
optation)
-Legislative policies and
proposed budget cuts
-Lack of legitimate power
-Lack of active participa-
tion by key administrators
-Viewed by some administra-
tors as a group out for
their own self interest
-Insecure financial support
-Ebb and flow of collabora-
tive process with little
follow through on many
projects
-Ambitious goal of trying to
accomplish too much
-Slow, arduous movement of
change efforts
-Lacks strong leadership
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This analysis demonstrates the tremendous pressures
that confront the Resource Network. Some might call it
futility. But this is giving in to self-fulfilling prophesies.
The Network has proved in some measure that its course is
not futile. Besides, no one expects changes overnight.
As it learns of its mistakes and pushes for legitimate
recognition and active support from key administrators the
Network is in the process of limiting those stated restrain-
ing forces. Present circumstances, such as budget cuts
and insecurity of human service programs, are beginning to
waken people out of their non-commital posture. If the
Network can capitalize on these growing tensions and if it
can secure sufficient funding it may move into a stronger
role. Time, of course, will tell. The following passages
also tell of the effect that the Network has had on a
number of its members.
Agency Staff Member
The Resource Network is providing the pro-
fessional staff of Student Affairs with an
opportunity to share their ideas, programs,
needs, problems, and to receive support
from other professionals.
It can also serve the purpose of fostering
collaboration and closer relationships among
the many different offices on campus which
have an innate tendency towards incapsula-
tion and competition.
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It can also be a focus for feedback to the
power structure as to what programs and
efforts are really needed. Hopefully,
this will provide some upward communica-
tion so that the pcwer structure who
characteristically have their heads up
their can finally respond to the
real needs of students and staff.
It does run the risk, however, of being a
self-destructive bitch session, unless the
issues are isolated and communicated to the
appropriate channels.
Agency Staff Member
The Network represents for me one of the
most viable ways human services are going
to survive in the rough future ahead.
Supporting one another, minimizing com-
petition, maximizing clear definition of
goals and how each group's goals tie in with
others are the areas the Network must con-
centrate on. The question still remains:
will there be enough money for the Network
next year? We must move now to another level
or test i.e. to what extent is each agency
and area willing to legitimize or validate
the involvement of various staff members in
the Resource Network as part of their job
description? This is another step in the
evolution of initially a voluntary organiza-
tion that appears to be moving towards a
needed institutionalization of its role.
Co-ordinator of Network
Having just conducted the first campus-wide
Open Hearing on "The Value of Human Services
and Educational Programming in the Residen-
tial Areas", I feel for the first time in
two years that the Network's reality has
caught up to its rhetoric.
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The Network "worked" (for me) on two levels.
1. The forum operated to provide the one place
on campus to which individuals from a v/ide
variety of settings, positions, and perspec-
tives, were able to bring their specific "piece
the puzzle". It was here, through struc-
tured inf orrnation- sharing experiences, and
specific task group formations (that had, over
the years become "standard operating procedure"),
that the "picture" has put together, and the
fact that far-reaching, potentially damaging
decisions were about to be made without ade-
quate consultation became fully understood.
2. Once the facts (those that could be gleaned)
were made known, the potential ramifications
understood, the specific problem articulated,
and the action strategy planned, the com-
munications aspect of "networking " moved into
high gear, that Network (of people connecting
with people) that had been growing for two
years, at last materialized. Within a week and
a half, the idea for the Open Hearing was con-
ceived, the mechanics co-ordinated, and the
event conducted. Almost sixty individuals
—
representing a very wide cross-section of the
campus population (faculty, students, staff,
men, women, minorities)—testified before a
panel of campus administrators and an audience
of over two hundred. This testimony was tran-
scribed and a permanent document on the value
of human services is now "on the records".
With all of the above, however, I do not mean
to imply that I think the Network's continued
existence is assured. By its very nature, the
Network is a fragile construction. Its future
depends directly on the interaction of a multi-
tude of factors ranging from specific individual
energies to statewide political shift ings.
In any case, I do believe that during its first
two years, the Network has succeeded in pre-^
senting to the University, and to Student Affairs
in particular, an alternative mode of operation
it must, at the very least, acknowledge and con-
sider .
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Area Director
The Resource Network is a two year old effort
to bring University departments, agencies,
residential areas and central administration
together in a forum where sharing, support
and discussion around priority issues can
take place without competition, fear or para-
noia. Such an ideal goal has been accom-
plished over the two years in various degrees.
On the one hand, people have come together to
share and communicate but have often been the
victims of their socialization process of
University politics. The goal is also facing
additional barriers in our entire culturaliza-
tion process. Being born out of frustration
from the lack of this sharing and trusting,
the goal weekly runs the risk of being des-
troyed without the individual and group
checking on the assurance of commitment in
thought and action to that goal. The examples
of the degrees of success to this goal are
plentiful. The Network succeeded in some con-
cerns and failed in others. It maintains a
commitment though to this process. With the
commitment, we can hope for the dispersal of
part of the goal into our personal offices
for the overall effect on the rest of the
campus, which is something I personally value.
He a d of Residence
Having been involved with the Resource Network
for the past two years, I hope it will con-
tinue to develop and continue to exist on the
campus. I have found it to offer me a number
of contacts; personal support, social inter-
action, a vehicle for communication, infor-
mation and idea exchange, an opportunity to
share my skills, and an opportunity to develop
new ones as well. It has also brought many
people from different parts of "this campus
together for many of the above reasons. It is
also an excellent vehicle for organizational
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renewal and for sharing on all types of levels.
It also is a forum for sharing and for in-
itiation of new programs
,
new designs and for
new people. it serves a number of different
needs and it is available to all members of the
community and is not closed or limited by
boundaries as are departments and programs.
The themes of collaboration and service to the
university community are carried through by
this "organization". It has my full support
and encouragement. I have found it valuable,
rewarding and personally meaningful. It has
helped me both professionally and personally
to be more effective and to grow here.
These few passages attest to the need for self-
expression and valid human identity in the midst of a de-
personalizing institution. The proposal that we have pre-
sented is called the -Resource Network. With tentacles
spread out to the formal structure it provides a mediating
mechanism which promotes social linkage. A great deal of
work on the Network needs yet to be done. Like many of its
innovations it may itself atrophy and die. The fact that
it has tried to bring about change in a complicated organ-
ization is a credit in itself. The fact that it has
weathered many conflicts and borne some small but signifi-
cant successes is another. Lastly, the fact that it still
exists and presents a viable future role is worthy of
special interest. Hopefully, this study has in some measure
credited the sincere, creative and at times the unrewarding
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attempts of some dedicated men and women to help a com'
plex dehumanizing institution become more human and
more alive to those who work and live in it.
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APPENDIX A: AREA/AGENCY DESCRIPTIONS
1 * Central Residence Area houses 2,400 students and is made
up of nine co-ed residence halls and one all-female hall,
presenting a diversity of life-styles and close proximity
to the heart of the campus
.
2. Orchard Hill was the first experimental residential col-
lege on campus. With about 1,500 students, the Hill is
completely co-ed and less crowded than Southwest, though
not as closely-knit as some of the smaller dorms.
3. Northeast Residence Area is made up of nine traditionally
styled residence halls, located around a large, open
space known as the "Quad" . NE features relatively small
houses (approximately 150 students)
,
a diversity of life-
styles, close proximity to major academic buildings, and
an atmosphere of informality among the 1,400 students
and staff.
4. Southwest Residential College can be recognized easily by
the five towers which rise from within it. There are
5,400 students in a limited space (21 different sub-areas)
,
and the atmosphere is urban in a way which is not character-
istic of other dorm areas. There is noise, but there is
also excitement, variation, and challenge; there are too
many people, but many of them are interesting and dif-
ferent .
Sylvan Residential Area consists of three co-ed dorms
housing 4,400 graduate and undergraduate students. Sylvan
5 .
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offers a suite or apartment- like living arrangement with
64 suites in each dorm. The buildings are located on a
wooded hillside in the northeastern corner of the campus.
6 * The Peer Sex Education Program is a program in the uni-
versity community operated by the University Health Ser-
vices. It is based on the premise that in certain situa-
tions students can be empathetic and effective in helping
other students. Trained students work in dormitories,
fraternities
,
sororities, and selected off-campus com-
plexes, establishing educational programs. They also
provide basic information, referrals, and peer counseling.
7. Room-To-Move is a student-run drop-in center located in
the basement of the Student Union. It provides educa-
tional and counseling services to students expressing
concern absut a wide variety of personal and drug-related
problems. Staff members have been trained to meet the
needs of those concerned about the use of psychedelics,
barbiturates, alcohol, and hard drugs.
8 . Everywoman 1 s Center serves the needs of women connected
with the University—staff, faculty, students—as well as
women wishing to continue their educational experience.
EWC provides counseling for women based on the needs of
the individual. The staff members act as advocates for
women, working to open up new career opportunities and
make education more responsive to the special needs of
women
.
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^ • The Committee for the Collegiate Education of Black Stu-
dents (CCEBS
)
was formed seven years ago to help end the
exclusion of Black men and women from the University. It
assists students whose academic and financial background
would normally prevent matriculation at UMass and pro-
vides necessary academic assistance to current students.
10 • Student Development and Career Planning Center combines
the services of academic instruction, counseling, and
career planning in a program aimed at fostering the edu-
cational and personal growth of undergraduate students.
Professional counselors, psychologists, and advanced
graduate students (working under supervision of experienced
staff members) aid students in increasing self-awareness
and developing personal goals.
11 . CAS IAC is the College of Arts and Sciences Information
and Advising Center and provides a source of academic and
curricular information. Its counseling facilities include
faculty counselors, student counselors, and special coun-
selors for CCEBS, Pre-Med, Pre-Law, Graduate Studies, etc.
12 . CDHR, Community Development and Human Relations , exists
to help foster a human relations viewpoint throughout
the Office of Student Affairs, to help develop and train
residence hall leaders in a more humanistic system of
residence hall living, to provide human relations training-
in critical areas such as police-community relations and
black-white relations.
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13 • Mental Health Service provides the services of profes-
sional therapists trained to help individuals deal with
a variety of personal problems. The staff members are
also involved in consultation and coordination with
student groups and other campus personnel.
14. The Health Education staff of the Health Services is
involved in activities aimed at developing positive
attitudes with respect to personal and community health.
The staff works through outreach programs, with Rcom-to-
Move, and other agencies, to develop colloquia, residence
hall staff training on health issues most relevant to
students. ( The Health Education Division sponsors the
Peer-Sex Educational Program)
.
15. The Student Homophile League is a student group organi-
zed to provide the opportunity for homosexuals to develop
a positive self-concept and to establish good fellow-
ship within the gay community. Its second major purpose
is to educate the entire community about homosexuality
as a life-style.
16. The United Christian Foundation , an ecumenical ministry
for creating a more human life, is involved with study
(seminars)
,
celebration, reflection, and social concern
and action. It meets the needs of UMass students with
a wide variety of counseling services, including per-
sonal, vocational and religious counseling.
17. Mental Health and Human Systems is a program in the
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School of Education intended to train ( at the doctoral
level) high level administrators with special expertise
in mental health program design, management., development,
and evaluation.
18. The University Health Services has a central staff of
15 physicians and 47 nurses and aides, a complete in-
firmary with clinic, labs, and in-patient facilities.
Divisions include Mental Health, Environmental Health
and Safety, and Health Education.
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APPENDIX B: PRE-POST TEST QUESTIONNAIRE TWO
Since the 59 items covered a wide range of beliefs,
test scores were factor—analyzed in an attempt to
clusters of similar items. Combining the results of
that analysis with a logical clustering of similar state-
ments resulted in 10 separate clusters of items:
(1) Student Needs, Concerns, Problems (15 items)
(2) Need for Personal Support (11 items)
(3) Counselors/Heads of Residence (9 items)
(4) Collaboration (8 items)
(5) Student Affairs (6 items)
(6) The University (6 items)
(7) Institutional Change/Community Mental
Health (5 items)
(8) Affirmative Action (3 items)
(9) The Administration (3 items)
(10)
The Faculty (3 items)
To facilitate presentation of how the participants
felt about these issues
,
the clusters of items are presented
in Tables 2 through 11. Each table includes items numbers,
statements, mean ratings from both pre- and post-tests
(N = 55)
,
and results of individual t-tests of differences
between those means
.
Student Needs . By far the largest cluster of items
focused on Student Needs, Concerns, and Problems. xhese _l 5
items are presented in Table 2. Since many items were rated
close to neutral (a score of 3.00), the best characteriza-
tion of beliefs about students should come from focusing on
statements that people agreed or disagreed with most strongly.
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For these purposes, agreement is indicated by a mean rating
of 2.5 or lower and disagreement is indicated by mean rating
of 3.5 or higher. These items are circled in Table 2.
Respondents seemed to believe the following: Students
are concerned about a sense of community (Item 6) , do not
need a lot of behavioral discipline (Item 11)
,
do not find
dormitory life satisfying and personally rewarding (Item 51)
,
and are more concerned with meeting personal needs than
working for social change (Item 53)
.
In addition, they felt
that: Students' personal needs should be integrated into
the classroom (Item 45)
,
self-destructive behavior should
be attacked at the institutional level (Item 50)
,
institu-
tional size contributes to students' feelings cf loneliness
(Item 54)
,
and campus members should not be expected to merely
adjust or fit into the existing campus environment (Item 57)
.
As reported in Table 2 , only three items had signi-
ficant pre-post changes. People shifted to slight agreement
with the idea that students are more interested in academic
success than personal development (Item 52)
.
Also, people
agreed more strongly that the campus environment limits the
"wide repertoire of student behavior' 1 (Item 59) . They also
shifted to a belief that widely scattered residences contri-
bute to a student's feelings of loneliness (Item 55).
Overall, it appears from these results that workshop
participants see problems with student development criginat
ing in the campus environment, and change should come through
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TABLE 2
STUDENT NEEDS
,
CONCERNS AND PROBLEMS
Item # Statement X Pre X Post t
5. Drugs are less of a prbblen today than
2 years ago.
3.02 3.22 ns
6. Students are concerned about a sense of
community.
2.47 2.22 ns
7. Students, in general, are not self-
motivated learners.
3.18 3.45 ns
11. Students do not need a lot of behavioral
discipline.
2.24 2.22 ns
20. Students today hold basically the same
values as the students of 10 years ago.
4.20 4.11 ns
45. It makes little sense to integrate the
student's personal needs into the
classroan.
4.47 4.36 ns
•oin« In order to help students avoid self-
destructive behaviors, ve must begin by
combating self defeating at the
institutional level.
1.78 1.78 ns
51. Most students find dormitory life satis-
fying and personally rewarding.
3.55 3.55 ns
52. Most students are more concerned with
academic success than they are with
personal development.
3.11 2.71 ns
53. Students are more concerned with meeting
personal needs than working for social
change.
2.25 2.29 ns
54. Institutional size is not a contributing
factor to a student's feeling of loneli-
ness.
4.11 4.11 ns
55. Widely scattered residences are not
contributing factors to a student's
feeling of loneliness.
2.95 3.40 2.21**
57. Campus members should be expected to
adjust to or fit into the existing
college environment.
3.80 3.84 ns
58. Student problems are best reduced through
treatment of the student rather than
treatment of the environment.
3.73 4.07 ns
59. Campus environments limit the wide
repertoires of student behavior.
2.82 2.35 2.33**
*Also listed under Inst. A/CMH, & the University.
** p < .05
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changes at the institutional/environmental level rather than
focusing on the individual student (note Items 50, 54, 55,
57, 58, 59).
Personal Support
. Table 3 presents items dealing
with the need for personal support groups (11 items)
. Using
the same criteria for agreement (2.5 or less) and disagree-
ment (3.5 or greater)
,
the following summary can be made
of these results (note circled items)
. Although respondents
felt that their work at the University is socially useful
(Item 37) and they tend to have control over their work
(Item 41)
,
they tend to feel work pressure (Item 40) and
believe that there is not a "well thought-out support system"
within Student Affairs (Item 43)
.
In spite of the lack of
a system of support, they do report receiving support and
encouragement from other people besides immediate co-workers
(Item 17) . These results indicate that an informal support
system does operate to help people deal with the tensions
of working.
The only significant pre-post change in this cluster
was on Item 40, where people felt more aware of experiencing
a "great deal of pressure" in their work.
Counselors/Heads of Residence . The nine items in
Table 4 deal with Counselors and Heads of Residence. Strong
est agreement was registered with Item 12: counselors aie
essential to a healthy dorm community. In terms of training
programs for counselors were perceived as being aaequate,
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TABLE 3
NEED FOR PERSONAL SUPPORT GROUPS
(Personal Stress
,
role definitions, etc.)
Item # Statement X Pre X Post t
17. I feel no support or encouragement
from people other than co-workers.
3.62 3.65 ns
18. There are no adequate support ser-
vices for Heads of Residences.
2.80 2.55 ns
19. There are no adequate support ser-
vices for counselors.
2.75 2.62 ns
35. I do not have a conflicting role
definition.
3.15 3.22 ns
37. I feel that my work at the Univer-
sity is socially useful.
1.84 1.75 ns
38. I never feel that I have encuqh
free time to engage in recreational
and personal growth experiences.
3.05 2.95 ns
40. I am always under a great deal of
pressure in my work.
2.89 2.44 2. 93*
41. I have a great deal of control
over my work.
2.47 2.67 ns
42. I feel that I have no control
over my system of rewards.
2.69 2.58 ns
43. Within Student Affairs there is a
well thought out support system.
3.42 3.71 ns
46. Non-academic professionals at the
University have as much influence
as their academic counterparts.
2.98 2.82 ns
* p < . 01
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TABLE 4
COUNSELORS AND HEADS OF RESIDENCE
Item # Statement X Pre X Post t
1 . Training programs for Heads of
Residence are adequate.
3.56 3.85 ns
2 . Training programs for counselors
are adequate.
2.33 2.45 ns
12 . Experience has proven that coun-
selors are an essential part of a
healthy dorm community.
1.60 1.56 ns
13 . The role definitions of Heads of
Residence ought to be changed.
2.15 1.98 ns
14 . A Head of Residence must first be
a good administrator to be effec-
tive in his/her role in the
dormitory.
3.29 3.28 ns
15 . The role definitions of counselors
ought to be changed significantly.
2.53 2.15
2.28*
**
* 18 . There are no adequate support ser-
vices for Heads of Residence.
2.80 2.55 ns
* 19 . There are no adequate support ser-
vices for counselors.
2.75 2.62 ns
56 . Specialized counseling programs
ought to self-destruct after three 3.44 3.05 ns
or four years.
Rating Scale: 1 - Strongly agree
2 - Agree
3 - Neutral
4 - Disagree
5 - Strongly Disagree
* Also listed under Personal Support Groups.
** p < .05
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(Item 2) , while programs for Heads of Residence were thought
to be inadequate (Item 1) . Consistent with that result,
people felt both pre- and post- that the role definition of
the Head of Residence position should be changed (Item 13) .
Also, as a result of the workshop experience, people changed
from a relatively neutral position to agreement with Item
15, that the counselor role definition should be changed.
Collaboration . Table 5 presents a set of eight items
relating directly to a major goal of the workshop: Collabora-
tion. These results can be summarized as follows. Although
student services are fragmented (Item 32) and there is a
duplication of resources in area/agency programs (Item 44)
,
program directors are thought to be open to feedback about
their programs* (Item 33)
,
a collaborative effort to meet
student needs is possible (Item 23)
,
and such collaboration
can significantly reduce competition for financial resources
(Item 30) .
Ratings on half the items changed significantly pre-
to post. Respondents reported increased contact with repre-
sentatives of many areas and agencies (Items 24 and 25) .
Perceptions of willingness to share resources and information
(Item 31) changed from almost neutral (2.75) to relatively
strong agreement (1.75). Also, people felt stronger
agree-
ment with the idea that the differentiation of
Academic
For an example of this, see the^quote from an
area
director in the conclusion to this report.
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Affairs, Student Affairs, and Business Administration con-
tributes to organizational fragmentation (Item 32)
.
Student Affairs
. Opinions about Student Affairs are
represented by responses to the six items presented in Table
6. Respondents felt most strongly about three particular
aspects of Student Affairs: Lines of communication are not
clear (Item 34) ; there is not a "well thought out" support
system (Item 43) ; and decentralization within Student Affairs
should be strongly supported (Item 48) . The greatest pre-post
change was in Item 48, with people moving significantly toward
stronger expression of the need for decentralization. The
other significant pre-post change was in Item 3: People
moved toward greater understanding of the mission of Student
Affairs.
The University . Table 7 presents six items about the
University. Five of these items were mentioned under other
headings (see those headings for specific reference) . Res-
pondents agreed or disagreed strongly with all of these items.
Item 49, the only item specific to the purpose of the Univer-
sity, reflected strong disagreement with the idea that spe-
\
cific career training is the University’s most important
role.
Institutional Change . Table 8 presents five items
about Institutional Change/Community Mental Health. Respon-
dents reported strong motivation to work toward
institutional
change (Item 8) . They felt that through collaboration
(Item
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23)
,
areas and agencies should combat self-defeating be-
havior at the institutional level (Item 50)
.
Strong pre-
post changes were recorded for the two items about Community
Mental Health (CMH) . People moved to a greater understand-
ing of CMH models (Item 21)
,
and a stronger belief in the
potential success of a CMH approach to student development
at UMass.
Racism/Sexism . Table 9 presents three items about
Racism 1 Sexism on campus. At the beginning of the workshop,
people felt strongly that there is not a sufficient number
of Blacks or Women in University offices, and that more
emphasis should be placed on Affirmative Action guidelines.
At the end of the workshop, these attitudes were felt even
more strongly, with statistically significant changes being
recorded on all three of these items.
The Administration and The Faculty . Tables 10 and
XI present items about the administration and the faculty
,
respectively. These responses are self-explanatory, the
only significant change being on Item 27 , indicating that
people became more aware of the lack of rewards for faculty
involvement in student affairs.
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TABLE 5
COLLABORATION
(Inter-area/inter-agency contact)
I
Item # Statement X Pre X Post
23.
24.
25.
30.
A collaborative effort among agencies
and areas to meet students' needs is 3.91 4.11
impossible on this campus.
I have been in close contact with at
least one representative from each 3.31 2.80
residential area on campus.
I have been in contact with at least
one representative from each agency 3.75 2.98
on campus.
The competition among agencies and
areas for financial resources can l 96 1 76be reduced significantly through
collaboration
.
31. There is an increase in willingness
to share resources and information
on this campus.
* 32. The differentiation of Academic
,
Student Affairs and Business Ad-
ministration is one of the
greatest sources of fragmentation
within the University.
2.75 1.75
2.25 1.85
33.
44.
The majority of Program Directors
are open to feedback about their
programs
.
There is little duplication of re-
sources within area/agency pro-
grams .
2.27
3.60
* Also listed under "The University"
** p < .05
*** p < .01
t
ns
2.56**
5.30***
ns
6.27***
2 . 88 ***
ns
ns
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TABLE 6
STUDENT AFFAIRS
Item # Statement X Pre X Post t
3. I understand the mission of Student
Affairs
.
3.24 2.76
2.36*
**
4. I agree with the mission of Student
Affairs 2.65 2.75 ns
34. There are clear lines of communica-
tion within Student Affairs. 3.42 3.56 ns
39. Programs in Student Affairs are al-
most never the result of carefully
thought out, long-range plans.
2.58 2.60 ns
* 43. Within Student Affairs there is a
well thought out support system. 3.42 3.71 ns
48. Decentralization within Student
Affairs should be strongly sup- 2.27 1.71 4.46***
ported.
Rating Scale: 1 - Strongly agree
2 - Agree
3 - Neutral
4 - Disagree
5 - Strongly disagree
* Also listed under Personal Support Groups
** p < .05
*** p < .01
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TABLE 7
THE UNIVERSITY
Item # Statement X Pre X Post t
** 32 The differentiation of Academic,
Student Affairs, and Business
Administration is one of the 2.25 1.85 2.88**
greatest sources of fragmentation
within the University.
49 The most important role of the Uni-
versity is to prepare and train 4.00 3.75 ns
students for a specific career.
* 50 In order to help students avoid
self-destructive behavior, we most
begin by combating self-defeating 1.78 1.78 ns
behavior at the Institutional
level.
* 54 Institutional size is not a con-
tributing factor to a student's 4.11 4.11 ns
feeling of loneliness.
* 57 Campus members should be expected
to adjust to or fit into the exist- 3.80 3.84 ns
ing college environment.
* 59 Campus environments limit the wide 2.82 2.35 2.33*
repertoire of student behavior
.
* Also listed under "Student's Concerns 1'
.
** Also listed under "Collaboration”.
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TABLE 8
INSTITUTIONAL CHANGE/COMMUNITY MENTAL HEALTH
Item # Statement X Pre X Post t
8 I would join a task force moti-
vated to implement change on 2.04 1.73 2.44***
campus
.
21 I understand what a community
mental health model is. 3.11 1.93 7.30****
22 A community mental health ap-
proach to student development 2.42 2.07 2.76****
on this campus is likely to
succeed
.
* 23 A collaborative effort among
agencies and areas to meet m ,
students needs is impossible
on this campus.
** 50 In order to help students avoid
self destructive behavior, we _ c n _ Q
must begin by combating self-
defeating at the institutional
level.
Rating Scale: 1 - Strongly agree
2 - Agree
3 - Neutral
4 - Disagree
5 - Strongly Disagree
* Also listed under Collaboration.
** Also listed under Students' Concerns & The University
*** p < .05
**** p < .01
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TABLE 9
Item #
AFFIRMATIVE ACTION (Sexism and
Statement
Racism)
X Pre X Post t
28 There is a sufficient number of
Blacks in University offices. 3.98 4.35 2.38*
29 There is a sufficient number of
women in University offices. 3.98 4.49 4.12**
47 More emphasis should be placed
on Affirmative Action guideline e 1.98s
.
1.55 2.86**
TABLE 10
THE ADMINISTRATION
Item # Statement X Pre X Post t
9 The administration knows my use-
fulness
.
3.73 3.55 ns
10 The administration understands
my usefulness. 3.64 3.27 ns
36 Communication with the adminis-
tration is open and sympathetic
.
3.80 3.56 ns
TABLE 11
THE FACULTY
Item # Statement X Pre X Post t
26 Few faculty members have made
significant contributions to 2,33
residential programs.
2.11 ns
27 There are few rewards for faculty
for becoming involved in resi- 2.44
dential programs.
2.07 2.33**
46 Non-academic professionals have 2 98
as much influence as academics.
2.82 ns
Rating Scale: 1 - Strongly agree; 2 - Agree; 3 Neutral
4 - Disagree; 5 - Strongly disagree.
* P < .05: ** p < .01.

